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Summary  
How employees make sense of change is a very complex process. It has been discussed 
thoroughly by scholars in several academic publications. On a daily basis academics, 
practitioners and numerous employees are involved with sense making activities in relation to 
change programs. Recently, academics have neglected to research sense making activities in 
a micro culture implementation context, through the eyes of front line employees. In contrast 
to a macro view, a micro perspective limits researchers to only look at an individual, 
departmental or group level. By doing so, we can zoom in on the details of sense making 
processes that employees use in their daily work life. The most important argument here is 
that scholars predominantly research culture in a macro setting. A macro (organisational) 
view is based on the notion that there is a general integrated culture that can be found in all 
organisational units and departments. They assume that culture can be researched by using 
the entire organisation as one single research entity. This thesis challenges this assumption. 
Organisations are complex and consist of many formal and informal groups and individuals 
that might develop sub cultures. In case of planned change it is usually the management 
community who are in charge of the change intervention. They are the ones who decide how 
much time and resources lower level employees can spend on change programs. Because of 
their formal hierarchical position, they have the power to abort or initiate change programs. It 
is perhaps therefore that researchers tend to be focused on the management community 
rather than on lower level organisational members, such as front line employees. Apart from 
the micro view, scholars also neglected to research culture change implementation through 
the eyes of front line employees. This thesis is an attempt to fill this gap that currently exists 
in academic change management publications. The main research question is therefore:  
 
From a micro point of view how do front-line employees make sense of the impact of culture 
change, during the implementation phase? 
 
This thesis starts with a literature review which exposes the two main gaps. This review is 
built on a thorough analysis of recent research articles, published in The Journal of 
Organisational Change Management (review period: 2012 – 2015 issue 1). The most 
important outcome of this review was that only 2% of the research articles dealt with culture 
implementation, through the eyes of front line employees. The vast majority of the articles is 
focused on the management community (63% of the articles). The literature research 
continues by reviewing the most relevant research articles about sense making, micro change 
and change implementation. A conceptual research model is built on the integrated sense 
making theory of Weber and Manning (2001) and the micro variables of Raelin and Cataldo 
(2011). These theories were chosen for the conceptual research model because they 
emphasize elements of sense making in a daily working context. It is likely that front line 
employees can identify themselves with research elements such as tasks, skills practices, 
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involvement and behaviour. Front line employees were selected, because as lower level 
organisational members they are usually the change recipients. They are further away from 
the change initiating scene (usually the management of an organisation) and form a potential 
sense making ‘hotspot’ that could provide new academic insights.  
 
In order to carry out the primary research, two case organisations were selected in the leisure 
industry (sports centres/ swimming pools). The workforce of these organisations consisted of 
front line employees, working in a service context. This made these organisations an ideal 
research environment for this thesis. When the primary research was carried out, both 
organisations were implementing culture change programs. These planned projects consisted 
of a transformational change to a commercial organisation. In order to experience how front 
line employees made sense of these imposed changes, a participative case study research 
method was chosen. This meant that the researcher worked in the concerning departments of 
the case organisations. The goal was to observe and interview front line employees, while 
they were performing their jobs. The most important advantage of this approach is that the 
researcher temporarily becomes one with the organisation and is therefore able to acquire 
both formal and informal narratives that front line employees use during sense making 
activities. The research findings were reported by creating summary transcripts and 
respondent quote tables. The answers and quotes were sorted per section of the conceptual 
research model. A content analysis was performed using a basic coding system.  
 
It was found that front line employees make sense of organisational change by using a 
practical approach. They make sense of the change program by carrying out new tasks, 
developing new skills and sharing best practices. They implement change by integrating it in 
their daily work environment. The steps of the suggested implementation process did not 
work in reality. It was concluded that the implementation process is too complex to research 
with a phase model. The most noticeable conclusion however was that sense making activities 
predominantly take place at an individual level in relation to change acceptance. 
Organisational members tend to create a mental equation in order to weigh the advantages 
against the disadvantages. They evaluate whether the concerning change program is 
beneficial to them or not. This does not mean that sense making itself is purely based on 
individual processes. In case organisation 2, proof was found of self-emergent group sense 
making activities. For future research a sense making scheme model is suggested that is 
based on two methods: an introspection and an action method. Introspection refers to 
researching change implementation by looking into individual sense making processes. The 
action perspective is based on the notion that front line employees make sense by 
experimenting with change in their daily working environment. They do this in relation with 
peers. The suggested model is not only a recommendation. It is also an appeal to the 
academic community to keep researching change sense making activities in a micro 
environment. There is still much to learn.   
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1. Introduction  
1.1 Motivation and main research question 
Culture change implementation is a complex process and is often associated with failure. 
Several change management articles reveal that the majority of change projects fail. Some 
academics mention a failure rate of 68% (Grady & Grady, 2013). Others like Burnes (2011) 
discuss an even higher failure rate of up to 90%. Apart from scholars and researchers, change 
practitioners also recognise high change implementation failure rates. The consulting 
company Mc Kinsey & Co carried out a survey among 3200 executives about change 
programs (Aiken & Keller, 2009). One of the research findings of the survey was that only one 
third of the change projects succeeds. Senturia, Flees and Maceda (2008) of Bain & Co also 
mention a failure rate of 70%. Culture change implementation seem to has a failure rate as 
high as 90% and is therefore very relevant as a research topic (Rogers & Meehan, 2007). 
 
There is a major gap in recent change management literature. Academics seem to focus more 
on managers in their research sample compared to front-line employees (Jorritsma & 
Wilderom, 2012). Researching culture implementation from the inside perspective of a specific 
community is important, because it might reveal why culture change has a significant higher 
failure rate compared to other change initiatives. The strength of sub-cultures can contribute 
to change failure, (Harris & Ogbonna, 1998). Shifting culture from a macro perspective to a 
micro perspective (Molloy, Ployhart & Wright, 2011) might provide additional views on how 
employees make sense of change. Adding the front-line employee perspective might also 
reveal why so many change initiatives fail. In their research Employee perceptions of 
organisational change: impact of hierarchical level, Jones et al. (2008), found that lower level 
staff (all employees excluding executives) had more negative attitudes towards change than 
executives. A very important insight, since negative attitudes contribute to implementation 
failure. Research through the eyes of employees in a micro setting is very scarce in change 
management literature. A thorough literature analysis of research articles published in the 
Journal of Organisational Change Management, in paragraph 2.1 is the basis for this 
conclusion. Only one recent article is written from a micro/culture perspective, through the 
eyes of employees (Jorritsma & Wilderom, 2012). Jorritsma and Wilderom (2012) specifically 
researched front-line employees in a service environment. Especially front-line employees are 
interesting as a research subject. In a way front-line employees are ‘the customers’ of 
planned culture change. They ultimately decide to buy in to it or to reject it. In most 
organisations operational, lower level employees, outnumber the management community, so 
they have the quantitative power to block management initiatives. Especially front-line 
employees are valuable, because they act as an intermediary, transferring knowledge 
between customers and the organisation in relation to their daily work. Summarised, the 
unknown part of the existing theory is how front-line employees make sense of culture 
implementation in relation to their day-to-day work activities. The goal of this thesis is 
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therefore to explore new insights about change implementation that might exist at a micro 
level within organisations, through the eyes of front-line employees. The main research 
question is defined as follows: 
 
From a micro point of view how do front-line employees make sense of the impact of culture 
change, during the implementation phase? 
 
A conceptual research model is built on the foundation of the most relevant micro variables 
(culture, involvement, behaviour, tasks, skills and practices) as discussed in the literature 
review. In this thesis culture will be researched from a micro point of view. The main research 
question of this thesis will be answered by using the following research questions:   
 
(1) What is a micro view on change management? 
(2) What is culture change in relation to a micro view?  
(3) How do front-line employees make sense of culture change?  
(4) How do front line employees integrate culture change in their day to-day  
     work environment? 
 
The first two research questions will be answered by using secondary research. It is likely that 
a review of the literature will be sufficient in order to provide satisfactory insights. The micro 
view of change management will be discussed in relation to culture and change 
implementation.  
 
This thesis will contribute to the change management literature by:  
(1) Providing in-depth insights about how front–line employees make sense of change 
implementation; 
(2) Enriching the existing body of academic change knowledge at a micro-level; 
(3) Expand knowledge about change implementation in general;  
(4) Form a foundation on which further discussion and academic research can take place.  
 
For change practitioners the thesis will provide additional insights by:   
(1) Developing practical knowledge about the dynamics that exist at a micro level; 
(2) Highlighting the usability of segmenting research samples. Different organisational groups 
might reveal different perceptions towards culture change. More specific insights in these 
groups might reveal why so many culture change efforts fail; 
(3) Stimulate further discussion about the usability of micro-level research.  
 
The primary research will be carried out by using a case study method in two communal 
swimming pools/ leisure centres. This environment fits the focus of the research, because the 
majority of employees in these centres can be classified as front-line staff.  
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1.2. Research Method  
In the academic field there is no best practice on how to research sense making processes 
through the eyes of front-line employees in a micro environment. Therefore, the following 
conceptual research model was made: 
[Change Implementation Process] 
 
  
 
 
     
 
 
 
[Culture Sense  
Making Process]  
 
 
 
 
 
 
 
Figure 1.1. Conceptual Research Model  
The model is based on the input of Raelin and Cataldo’s (2011) micro variables and Weber 
and Manning’s (2001) integrated model of sense making. It is built on two processes: change 
implementation and sense making. The green area represents the focal point of the thesis. 
This is the micro area in which it is likely where the sense making processes take place of 
front line employees. The variables in the model are based on the discussion and outcomes of 
the literature research. The model forms a solid basis for both the primary and secondary 
research.  
 
1.3 Thesis research paradigm  
In this thesis there is no explicit viewpoint taken in terms of modernism or post modernism. 
There is no academic consensus about the need of choosing a strong stance in either a 
modernistic or post modernistic research direction. Deetz (1996) argues that the edges of 
discourses such as modernism and post modernism cannot be differentiated in terms of 
stereotypification. He acknowledges that researchers move from one paradigm to the other 
Initiation Comparison Micro Sense Making Processes Results of Sense Making  
Culture 
Change    
Old  
vs New 
Culture     Impact  
on Self  
 
Impact  
on others  
(Department)  
 
 
Behaviour   
 
Involvement  
 
Tasks  
 
Skills  
Practices   
Micro Perspective: Day-to-
Day Working Environment 
Negotiating Institutionalization   Planning   Engaging  Monitoring    
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and emphasizes that discourses such as modernism and post modernism should be used as 
viewpoints and not as stereotyped movements that are separated without any overlap. This 
thesis follows Kilduff and Mehra´s (1997) opinion that researchers can use and mix different 
research and paradigm perspectives. The main research question of this thesis consists of 
both modernistic (such as culture) and post modernistic (sense making through the eyes of 
front line employees) topics. In order to answer the main research question, local narratives 
within the frontline employee communities will be reviewed. Local emergent stories can be 
classified as a postmodern approach (Midgley, 2003). According to Schultz and Hatch (1996) 
it is hard to view organisational culture as postmodern. The point here is that both 
modernistic and post modernistic literature needs to be reviewed. It is therefore almost 
impossible to exclusively follow one of the paradigms. In this thesis there is very limited 
consideration for academic boundaries and theoretical dichotomies. However the focal point of 
this study is sense making through the eyes of front line employees. The general focus is 
therefore more on the post modernist than on the modernist viewpoint.   
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2. Literature Research  
In the introduction it was concluded that a major gap exists in recent change management 
literature. The literature research will start with a paragraph dedicated to discuss this gap. 
The research method and findings will be shared as well as the limitations of the research. In 
line with the conceptual model, the following topics will be reviewed in the literature research: 
implementation, micro view, the employee perspective on change, organisational culture and 
sense making.  
 
2.1 Scientific gaps 
Implementation has been researched in several organisational settings. It is a subject that 
has been researched thoroughly in academic journals. There are however major gaps in the 
field of change management and change implementation. Especially in the way the research is 
carried out. In general, it can be concluded that the majority of change management research 
is conducted through the lens of the management community. The perspective of front line 
employees in change management is neglected (Jorritsma & Wilderom, 2012). Apart from 
Chiang (2010), Weber and Weber (2001) and O’Brien (2002) there are hardly any authors 
who are solely using employees as research samples. Chiang’s (2010) perspective is 
interesting as she is solely focused on the hotel industry and uses front line employees as a 
research sample. In order to further investigate this gap, it is important to shed light on the 
differences between employees and managers. Apart from tasks, roles and hierarchy, 
employees differ, because they make sense of change not only with their managers but also 
with peers. The sense making activities of employees (managers excluded) in their day-to-
day working environment needs to be further explored in order to find new insights for this 
gap. In the next paragraph this gap will be further explored with a thorough analysis of the 
Journal of Organizational Change Management.  
 
2.1.1 Methodology gap review 
The literature review consisted of selecting all the relevant research papers, published in the 
Journal of Organisational Change Management between 2012 and early 2015. This means 
that the pool or sample of publications1 consisted of a total of 135 publications (See table 
2.1). Out of these 135 publications 84 were suitable for the literature review. 51 publications 
had to be discarded from the review process. The 51 papers were not suitable because of two 
main reasons: (1) the research did not include primary research (2) the paper was not written 
from a change management perspective. The Journal of Organisational Change Management 
occasionally publishes related topics that are not necessarily written in an organisational 
change management setting. The research subject was solely based on the research samples 
                                         
1 The Journal of Organisational Change Management publishes 4 main types of research: research papers, case 
studies, conceptual papers and literature reviews. Other content includes general reviews, visions and opinion 
abstracts. The literature review is only based on research papers and case studies. It excludes conceptual 
papers and literature review publications. 
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of the papers. A clear understanding of the distinction between managers and employees is 
needed. The research follows the definitions based on the work of Hellriegel, Jackson and 
Slocum (1999), meaning that the management samples are defined as: top, middle and first 
line managers, while employees are defined as non-managers. This distinction is applicable 
for the entire thesis.    
 
 
                         
 
 
In this research managers are: CEOs, owners, vice presidents, directors, staff managers, line 
managers, middle managers junior managers and supervisors. Managers in this respect are 
managing: other people, processes, systems, etc. Employees in this research are 
professionals working in organisations that are carrying out a set of activities. So they do not 
have any managerial responsibilities. Employees do not manage a team or a budget or an 
entire process. Employees are only responsible for carrying out activities within a clear set of 
boundaries. Depending on the organisation of the research paper, typical employees are: 
teachers, nurses, administrative staff, sales representatives, mechanics, engineers, field 
service workers, customer care consultants, etc. Both blue collar and white collar workers can 
be included in ‘the manager sample’ and in ‘the employee sample’. Table 2.2 includes an 
overview of the samples that were researched. Employee means that managers were 
excluded from the research. A manager sample included only staff with managerial tasks, so 
all employees were excluded from these research papers. Mixed means that the research 
sample includes both employees and managers.  
  
  
  
 
The second part of the literature review is based on the statement that change management 
is pre-dominantly researched from a macro point of view, rather than from a micro 
perspective. Macro means researching the entire organisation or multiple organisations. Micro 
refers to individuals, teams, groups, functions and departments (Molloy et al., 2011). Table 
2.3 summarises the conclusions of the sample composition based on a macro/ micro 
Table 2.1, Type of publications, Journal of 
Organisational Change Management:  
2012 – 2015, issue 1. 
Table 2.2, Sample Specification, Journal of Organisational Change 
Management: 2012 – 2015, issue 1. 
Table 2.3 Sample perspective, Journal of 
Organisational Change Management:  
2012 – 2015, issue1. 
Table 2.4 Culture implementation articles, Journal of 
Organisational Change Management: 2012 – 2015, 
issue 1, see appendix 2.2 for the source specification of 
the 10 articles. 
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perspective. An example of a micro sample is the research carried out by Barratt-Pugh, Bahn 
and Gakere (2013). In their research paper “Managers as change agents: implications for 
human resource managers engaging with culture change”, the sample was built around the 
Human Resources function in a public sector organisation.      
 
If we dig deeper into the subjects of the Journal of Organisational Change Management 
review it can be concluded that ten articles (see table 2.4) dealt with organisational culture 
change. 2 of those articles were written from a micro perspective. Only one article (Failed 
culture change aimed at more service provision: a test of three agentic factors) was written 
from an employee/ micro perspective, dealing with culture implementation. Although the 
sample specification was mixed, the employees (65%) of the sample outnumbered the 
management population (35%). The authors, Jorritsma and Wilderom (2012) of this article, 
stress the importance of research from an individual i.e. micro point of view. However, their 
research did not capture individual aspects of culture change. Jorritsma and Wilderom (2012) 
refer to climate as “how organisation members feel about their work experience” (p. 366) and 
culture as “what members believe the organisation stands for in terms of practices and 
values” (p. 366). In this thesis the definitions of climate and culture are merged. “Both 
climate and culture deal with the way individuals try to make sense of their environment” 
(Jorritsma & Wilderom, 2012, p.366). The same authors found that an attempt at culture 
change may have a different impact on individuals since they react differently to change. This 
means that for future research, it is relevant to dig deeper into culture, from a micro 
perspective. The primary research of Jorritsma and Wilderom (2012) shows us that training 
change recipients and a participative approach (translated in this thesis as the variables 
‘skills’, ‘involvement’ and ‘behaviour’, taken from Raelin & Cataldo’s (2011) micro-macro 
model and Weber & Manning’s (2001) integrated model of sense making) is likely to correlate 
to change success. Jorritsma and Wilderom (2012) see culture as an organisational (macro) 
conception. This thesis will challenge the assumption that culture can be viewed as an 
abstract climate that exists at an organisational level. For future research, culture therefore 
needs to be brought to the micro level.  
 
2.1.2 Motivation Literature Review  
The Journal of Organisational Change Management was selected because it is one of the most 
renowned journals in the field of Organisational Development and Change Management. The 
journal publishes research in the field of poststructuralism and postmodernism and deals with  
qualitative analyses of change, discourse and change practices. The choice for this journal fits 
the nature of this thesis. The thesis research is built on the perspective how employees make 
sense of culture implementation. Sense making about ´outside´ change such as culture 
interventions can be classified as post-modern. This thesis contributes to the existing body of 
research from an up to date perspective. Therefore the decision was made to select the most 
recent publications. The time frame is: 2012 until the first issue of 2015. As mentioned in the 
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introduction, this thesis does not follow one single academic paradigm or discipline. In their 
general description, the Journal of Organisational Change Management claims to use an 
interdisciplinary approach and includes topics such as post modernism, change 
implementation and the psychology of change and its effect on the workforce. With the main 
research question of this thesis in mind, it therefore seems to make sense to choose for this 
journal. Other related journals in adjacent fields, such as the Strategic HR Review, the Journal 
of Organizational Analysis, etc. were excluded from the gap analysis. The view taken here is 
that the Journal of Organizational Change Management is the closest to the field of change 
management and therefore the most applicable for the gap analysis. Other journals will be 
used and cited in the next paragraphs for in-depth discussion purposes. So the Journal of 
Organizational Change Management is not solely used in this thesis as this would dilute the 
earlier statement in paragraph 1.3: In this thesis there is very limited consideration for 
academic boundaries and theoretical dichotomies.  
 
Research samples are crucial for academic research. The samples are the pool for data 
collection. The quality, validity and objectivity of the data source forms the basis of the 
research paper. Therefore it was decided to choose for samples as the actual research object 
in this literature review. If the sample is specifically based on managers it can be concluded 
that managers are seen as important from a research perspective. If the research is built on a 
mixed sample or on employees it can be concluded that their views are seen as equally 
important in an academic research setting. Only research papers and case studies were 
selected in this literature review. The reason for this is that the research needed to take place 
based on primary research only. Direct acquired data fits the research best. The visions, 
opinions, reflections and reviews of managers and employees are captured directly by the 
researcher with a primary research method. With secondary research the chance is higher 
that data is enriched with opinions and reviews of academics and scholars, which is positive 
for discussions but does not entirely fit the research goal of this literature review. (See 
appendix 2 for an overview of the articles that have been reviewed). Only one publication 
source, The Journal of Organisational Change Management was selected for the literature 
review. Selecting more publications would have enriched the data sample. However this 
limitation can be considered as minor in the research set up. The articles were written by 
scholars from different universities and research institutes throughout the world. It can 
therefore be concluded that the variety of the papers is high enough to be valid from a 
research point of view.  
 
2.1.3 Conclusion  
The hypothesis was that change management research was predominantly focused on 
managers rather than on employees followed by the assumption that the majority of research 
is carried out from a macro point of view. It seems that both statements are true, based on 
the outcomes of the literature review. 63% of the research publications are written based on 
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a managerial perspective rather than on an employee perspective. 2% of the publications are 
solely based on research through the eyes of employees. The vast minority of research 
samples is based on a micro perspective (10%). In relation to the topic of this thesis, culture 
implementation from a micro/employee perspective has not been given recent attention, 
apart from Jorritsma and Wilderom’s article (2012). Only 2% of the articles dealt with this 
specific subject.   
 
2.2 Definition change implementation 
Implementation can be seen as a process which is used to translate a pre-defined change 
intention into practice. The process component is integrated in several definitions that 
scholars use for implementation: “A process influenced by changing socio-economic and 
political contexts that unfolded in six stages” (Bertram, Blase & Fixsen, 2014, p.3; also 
discussed in Fixsen, Naoom, Blase, Friedman & Wallace, 2005). “A process of carefully 
considered organisational adjustments that unfold over the course of 2-4 years” (Bertram et 
al. 2014, p.3; also discussed in Bertram, Blase, Shern, Shea & Fixsen, 2011; Fixsen, Blase, 
Naoom & Wallace, 2009). To determine whether a change project is implemented, it is likely 
that researchers will want to look for evidence. Evidence may consist of a change in behaviour 
of the concerning organisational members. An important question to be answered is: When 
can one determine whether an intended change initiative is implemented or not? In order to 
find an answer for this question it is important to shed light on the term institutionalisation in 
relation to implementation. Several definitions of institutionalisation exist. Jacob’s (2002) 
definition of institutionalization is: “institutionalizing change has come to mean that the 
change has become part of the ongoing everyday activities of the organisation” (p 178). It 
can be argued that institutionalisation is the result of the implementation process. 
Institutionalization can also be a seen as a goal of the implementation process itself. Looking 
at the definitions of institutionalisation it seems that institutionalisation is about integrating 
changes in an organisation. Bullock and Batten (1985) developed a 4-phase implementation 
model, consisting of the following steps: exploration, planning, action and integration. So if 
institutionalisation is a synonym of integration, it can be concluded that institutionalisation is 
a part or step in the implementation process. Other scholars also adhere to the notion that 
implementation is based on several steps or phases (Lawrence, Winn & Jennings, 2001; 
Barley & Tolbert, 1997; Parker, Verlinden, Nussey, Ford, & Pathak, 2012). Bertram et al. 
(2014) also discuss a 4-step model. The stages of this version consists of: exploration, 
installation, initial installation and full implementation. In relation to this thesis Bullock and 
Batten (1985) made an important point, because they distinguish change phases and change 
processes: “A change phase is an organisational state” (p. 401). It is basically a condition in 
which the organisation exist at a point in time or during a certain period. “Change processes 
are the mechanisms used to move an organisational system from one state to another” (p. 
401). The difference between phases and processes is important to mention, because the 
primary research of this thesis is built around researching a ‘past phase’ and a ‘current phase’ 
MSc Thesis Managementwetenschappen - Sander Verkerk 850444392   
16 
 
of an organisation that recently experienced culture change. The ‘change process’ to be 
investigated is based on sense making processes. More confusingly, other terms exist in the 
change management literature in relation to implementation, such as sustainability (Buchanan 
et. al, 2005; Homan, 2005). Kotter (1995) is referring to institutionalization by using the term 
´anchoring´. Anchoring means: “change that sticks when it becomes the way we do things 
around here” (p. 67). Institutionalization is the last step of his 8-step model. So in essence 
institutionalization is a process within a change process. Appelbaum, Habashy, Malo and 
Shafiq (2012) concluded that Kotter’s model is still relevant and usable for organisational 
change.  
 
Conclusion:  
It seems that there is no universal academic consensus on the precise terminology of 
implementation. Several interrelated terms and synonyms are used, such as integration, 
institutionalisation, sustainability, installation and anchoring. In light of this thesis 
institutionalisation is a step within the implementation process. It is seen as a phase of 
implementation that is used to determine whether the initial change plans were met.  
The following definition of implementation is composed for this thesis: “the result of a 
negotiated process of integrating a new way of working within organisational units and at an 
individual level”. Implementation consists of the following steps: planning, engaging, 
negotiating, institutionalisation and monitoring. Planning consists of all of the activities that 
change agents use to compose the specific intervention. Engaging is the process when the 
change agents start to involve different stakeholders. Right after this stage, negotiating will 
occur. The change recipients will start to make sense at an individual level: what will this 
change mean for me and my department? The suggested intervention is re-designed (if the 
negotiation process has not been successful) or installed. In theory, this is the stage when the 
suggested intervention is ‘consumed’. So trainings, take place, work tasks re-designed, etc. 
This is the institutionalisation phase. After this stage, progress of the suggested change is 
monitored. The definition of implementation is only useful in the context of planned change.  
2.3 Micro vision culture change implementation  
Several definitions exist in the (change) management literature about micro and macro 
visions on change management (Fine & Hallat, 2014; Klein & Kozlowski, 2000; Lopes Costa et 
al. 2013; Raelin & Cataldo, 2011; Rousseau, 2011; Vakola, 2013). Molloy et al. (2011) 
researched the differences of these definitions and made an overview. (See appendix 3.3 for 
the full details). For this thesis the human resource management and organisational 
behaviour view on the micro/macro divide is used. This means that micro corresponds to 
individuals, groups, teams and departments and that macro refers to the entire organisation. 
Dacin, Goodstein and Scott (2002) acknowledge that institutionalisation takes place at several 
levels: global, macro, sub-organisational and interpersonal. The authors researched 75 
institutionalisation manuscripts to come to this conclusion, which means that there is some 
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form of academic consensus about the fact that there are levels of change. The taxonomy of 
departmental, functional, group or team (micro), is however not evident in the publication. 
Vora (2013) digs even deeper in the sublevels of change implementation. With the change for 
foundation model he emphasizes that implementation is dependent on the employees within 
organisations. A publication dealing specifically with departmental change is the article 
‘Institutionalization of communication management, a theoretical framework’ by Grandien and 
Johansson (2012). The authors carry out a research in which the institutionalisation process is 
described in relation to the communication function of organisations. Kilfoil and Groenewald 
(2005) also research implementation at a micro level. In relation to organisational culture, 
Fisher, Redford, Ferrara, Harb and Assmar (2005) noted that meaning of constructs assessed 
at a lower level, (micro individual level) does not necessarily have the same meaning of 
construct at a higher level (macro level). Yin, Yang and Jing (2014) suggest to divide 
organisational culture in institutional and local communities (micro). In their research they 
concluded that local communities play an essential role in shaping organisational culture. 
Raelin and Cataldo (2011) distinguish macro and micro variables. In their article, they refer to 
the work of Woodward and Hendry (2004) and Collins (1999). These researchers found that 
macro models focus on executives and micro models on lower level employees. The micro 
variables in their model are: needs, motivation, tasks, skills, practices and values. Needs are 
referred to as physiological and psychological. These are the most basic needs, such as 
having a job. Motivation is in fact what drives employees. It is the reason why they go to 
work every day. Tasks refer to the units of work that employees have to carry out. Skills are 
the abilities to perform a job, obtained through either experience or training. A practice is a 
set of action used to perform tasks and lastly values are the ethical frame work by which an 
employee distinguishes right from wrong. These variables can be used to research an 
implemented culture, at a micro level, because they refer to the individual. Front-line 
employees can relate to these variables. Raelin and Cataldo think of culture as a macro 
variable. In their article they described that executives typically deal with designing macro 
variables such as culture. They therefore neglect the notion that culture is formed, changed 
and perceived by many stakeholders in an organisation, including employees. Employees 
(micro level) also deal with perceptions and sense making of what a new culture means for 
them (Homan, 2005, 2008). If many subcultures (for example departmental culture) exist in 
an organisation, culture can be seen as a micro variable.  
 
Conclusion:  
There is no unilateral definition of micro change. The term micro seems to be integrated in 
multi-level theories. For this research, micro change is defined as follows: a vision on 
organisational change based on the individual and group levels, as discussed in the work of 
Molloy et al. (2011). In the micro environment, change recipients make sense of 
organisational change through a structure of micro variables. This chosen view does not take 
the organisation as one identity into consideration. It is based on the individual and group 
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level only. Micro change is based on the assumption that employees make sense of change in 
their own environment. For this reason, the micro variables (involvement, behaviour, tasks, 
skills, practices) of Raelin and Cataldo’s model (2011) are incorporated in the micro definition.  
2.4 Management/ Employee perceptions of change implementation   
Raelin and Cataldo (2011) discuss the difference of the perceptions between managers and 
employees. They emphasize that micro change exist in three groups within organisations: 
employees, middle managers and executives. The same authors also deal with a model 
(appendix 3.2) in which they distinguish macro and micro variables for change. The model 
could also clarify why academic researchers focus on managers in their research. Their 
distinction between micro and macro is slightly different compared to the view point of Molloy 
et al. (2011). Raelin and Catoldo seem to focus on the content behind the taxonomy of 
organisation vs individual. Macro variables such as strategy, structure and culture are ‘typical 
managerial subjects’. The model also illuminates that employees, middle managers and 
executives have different views on the different elements of change. The managerial 
community have the power to initiate, alter or terminate them. Employees do not have the 
authority to do so in their roles. It is an important insight because it highlights the different 
subjects that managers and employees deal with from a role perspective. An important 
limitation of the micro-macro model is that it ignores the dynamics between employees and 
managers (Raelin & Cataldo, 2011). Other academics (Gagnon, Jansen & Michael, 2008; 
Lewis, 2006; Schalk, Cambell & Freese, 1998) also stress the importance of employee 
involvement when researching change implementation. Alignment by training and providing 
knowledge about the strategy results in positive employee attitudes towards change (Gagnon 
et al., 2008). If employees perceive that their input is valued by higher management, it is 
likely that this participation will correlate to change success (Lewis, 2006). Participation and 
involvement also relates to positive employee behaviour towards change (Schalk et al., 
1998). This leaves an important question unanswered: why do academics focus more on 
managers than on employees in their research?  It is likely that lower level employees are 
working on the operational details of change initiatives. Front line employees are closer to 
feedback from customers, which makes them a valuable insight for change researchers. The 
work of Jones et al. (2008) is very relevant for this thesis, since they researched employee 
perceptions, based on hierarchy levels. They concluded that there are differences in 
perceptions between employees and managers. The authors also stress the importance of 
future research that takes organisational and group levels into consideration.  
 
Conclusion:  
The literature shows us that differences exist between how managerial and non-managerial 
staff perceive change. In other words: different groups of employees are likely to perceive 
change in a different way. It is therefore very relevant to put sub-groups such as front line 
employees central in research studies. There is a lack of change implementation research 
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from an employee perspective in a micro setting. Further primary research is necessary in 
order to provide answers and new insights.   
 
2.5 Sense making of culture change, a micro perspective 
Sense making is the last part of the jigsaw puzzle of this thesis. It is a mechanism which can 
be used to analyse how front-line employees interpret change initiatives. Sense making is 
retrospective and can therefore be used to review change actions afterwards (Stensaker, 
Falkenberg & Grønhaug, 2008; Weick, Suthcliffe & Obstfeld, 2005). Because of its 
retrospective nature, it is very useful to analyse culture change. An old ‘way of doing things 
around here’ can be compared to a new one. Several definitions exist in the change 
management literature such as: “sense making involves the ongoing retrospective 
development of plausible images that rationalize what people are doing” (Weick et al., 2005, 
p. 409) or “sense making is the ongoing process wherein organisation members shape and 
are shaped by organisational events”. (Weber & Manning, 2001, p. 239). Balogun and 
Johnson (2005) argue that sense making is built on: “social processes of interactions that are 
further broken down in verbal, behavioural and other non-verbal signals” (p. 1589). They also 
distinguish two types of sense making processes: vertical (hierarchical level) and horizontal 
(peers). Because of its social nature, sense making is built on several forms of 
communication, such as language and talk (Weick et al., 2005), discourse and talk (Thurlow & 
Mills, 2009), spoken, written, (both informal and formal) events, gossip, negotiations, 
rumours, past experiences and information seeking (Balogun & Johnson, 2005). Balogun and 
Johnson (2005) mention the context of day-to-day work, meaning that sense making takes 
place at a local (micro) level and in a work related environment. The micro level context of 
day-to-day activities is also supported by Johnson, Melin and Whittington (2003): “We 
propose an activity-based view of strategy that focuses on the detailed processes and 
practices, which constitute the day-to-day activities of organisational life” (p. 3). From a micro 
point of view it seems logical to focus on the daily work life of change recipients. It is likely 
that front-line staff make sense about changes in relation to their daily work. In a way sense 
making is a process of sharing. Employees share actions, activities, joint tasks and moments 
of conversations (Brown, Stacey & Nandhakumar, 2008). This notion also illuminates the 
importance of Raelin and Catoldo’s (2011) micro variables that were discussed in paragraph 
2.3 and 2.4, such as tasks, skills and behaviour.  
A very relevant study for this thesis is the work of Weber and Manning (2001). The authors 
explored individual sense making (micro) in the context of planned organisational change. 
Culture change is usually initiated and managed by the management of companies and is 
therefore an attempt of a planned process. The study results revealed that the outcomes of 
cause maps varied by hierarchical level. They further noted that the content of sense making 
differed significantly between those in managerial and non-managerial positions. This 
highlights the importance of researching different organisational groups and acknowledges the 
perception gap that exist between managers and non-managers. The integrated model of 
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sense making (appendix 4) is a useful tool to analyse and understand what is happening at a 
micro level (Weber and Manning, 2001). For this thesis the initiation of sense making consists 
of culture change.  
 
The model is a transformational input/ output model. The process consist of shaping the input 
and convert it as output. The output is ‘sense making’. So when culture change is initiated it 
enters the realm of the work force who will interpret the change initiative through schemas 
and scripts. This is where comparisons are made between the suggested new culture and the 
previous culture. The next step in the process is the actual influences of sense making. The 
hierarchical level and access to information influence the outcome of the sense making 
process. Higher level employees have more access to information about the change program. 
Compared to non-managers, such as front line employees, managers therefore have an 
advantage. Especially if they were involved with the start of the concerning change project. If 
front-line employees were not involved during the initiating stages of the change project, they 
lack information. They have to make sense of change in a shorter time frame compared to 
managers, who are more likely to be involved with the change project in an earlier stage. This 
is in line with Stensaker’s et al. (2008) findings. It was therefore important to add and 
highlight the stages of the implementation process to the conceptual research model. If 
employee engagement takes place at a later stage, of the implementation process, it seems 
logic to investigate sense making activities during these later stages. The circular shape in the 
model (appendix 4) is a representation of the sense making processes that individuals have to 
go through during change. In their heads and minds they try to answer the question why? 
Why do we need to change? Do I have to change? Involvement occurs between the initiators 
of change (management community) and the change recipients (front-line employees). It 
takes place through, training, coaching and communication initiatives such as meetings and 
presentations. In line with Johnson’s et al. (2003) and Brown’s et al. (2008) findings, sense 
making evolves during day-to-day work and actions. This notion is represented in the model 
by ‘impact on self’ and ‘impact on others’. The final two stages of the model are ‘results of 
sense making’ and a new ‘reality/ culture’. New behaviours, schemas, ways of working are the 
final intended results of the concerning culture change initiative.  
 
Conclusion: 
There are many definitions of sense making. For this thesis sense making is defined as 
follows: ‘social processes in a day-to-day working environment in which actors create 
interpretations about key organisational events and shape their behaviour conformingly as 
required by the concerned change initiative or non-conformingly in the form of unintended 
change outcomes’. The integrated model of sense making by Weber and Manning (2001) is 
adjusted to this thesis and can be used as an analytical tool, for the primary research stage. 
It also emphasizes the importance and coherence of research variables, such as: behaviour 
and involvement and can be used in a micro setting.   
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2.6 Overall conclusion  
The numbers of the scientific gap literature review are devastating: only 10 percent of the 
research is written from a micro point of view. According to Mathieu and Chen (2011) a 
paradigm shift took place, 25 years ago. The result of this was that the micro perspective has 
lost attention in the academic community. A new multi-level school of thought emerged. This 
multi-level research stream consists of the work of Coghlan (1994a, 1994b), Klein & 
Kozlowski (2000), Lopes Costa et. al. (2013), Molloy et al. (2011) and Rousseau (2011). The 
micro perspective is still relevant, because multi-level research has its limitations and issues. 
An example of this is the notion that what happens at lower levels is often ignored by higher 
levels, such as operational issues, project deadlines, budgets, etc. (Lopes Costa et al. 2013). 
Another issue is the increased complexity when analysing multiple organisational levels 
(Mathieu & Chen, 2011).  
 
In contrast to multi-level theorists there does not seem to be a formally organized micro 
school of thought. In fact micro as a theme is integrated in multi-level studies (Molloy, et al. 
2011; Raelin & Cataldo, 2011). There is no unilateral definition of change implementation, 
meaning that primary research models can be tailor-made, depending on the research and 
change context. Change implementation has been sufficiently reviewed. There is no need to 
further investigate this subject with primary research. In order to investigate how front-line 
employees experience the impact of culture change during the implementation phase, it is key 
to focus on the last two phases of implementation (institutionalisation and monitoring). The 
primary research will therefore needs to take place in a situation in which institutionalisation 
has already started. It was important to further explore the differences between macro and 
micro. Several definitions exist in management, organisational behaviour, human resource 
management and other disciplines. This thesis follows Mollloy’s et al. (2011) human resource 
management/ organisational behaviour, taxonomy. This means that micro is classified as 
individuals and groups and macro as the entire organisation.  
 
There is no need to take the first research question - What is a micro view on change 
management? – to  the primary research stage of this thesis. The second research question: 
What is culture change in relation to a micro view?  has been partly answered by reviewing 
the work of Jorritsma and Wilderom (2012). There is no consensus whether culture change is 
a macro or a micro variable. There is no need to further explore what the definitions of culture 
change are in relation to a micro view. The secondary research showed us that there is 
enough clarity about this subject.  
 
There is certainly a gap of knowledge that exists to monitor change at a micro level, through 
the eyes of front line employees. Research questions 3 and 4: (3) How do front line 
employees make sense of culture change? (4) How do front line employees integrate culture 
change in their day-to-day work environment? could not be answered by using existing 
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literature. The most relevant gap that is left unanswered is the way front-line employees 
experience culture change implementation from a micro point of view. Jorritsma and 
Wilderom (2012) researched culture change at a micro level. However their research was not 
solely based on employees, because 35% of their research sample consisted of managers. 
The proposed research in this thesis differs from Jorritsma and Wilderom (2012) by solely 
focusing on front-line employees. This thesis follows Raelin and Cataldo’s (2011) micro 
variable model, enriched with other variables that were discussed, during the literature review 
(see appendix 3.1 for a summary of the micro variables that were discussed during the 
literature review). These variables seem to fit the micro perspective best and can be used to 
measure implementation and perceptions of culture through the eyes of front line employees. 
The most important motivation to choose for Raelin and Cataldo’s model (2011) is that it is 
built on two perspectives: employees/ managers and micro/ macro. They were the only 
authors relating micro variables to lower level employees. Their model is therefore fully in line 
with the main research question of this thesis. Front-line employees can relate to these micro 
variables (Collins, 1999). Based on the findings in the literature review a conceptual research 
model is suggested for the primary research stage (figure 2.6.1).  
 
 
 
 
 
 
 
     
 
 
 
 
 
 
 
 
The model is based on the input of Raelin and Cataldo’s (2011) micro variables and Weber 
and Manning’s integrated model of sense making (2001). The model is built on two processes: 
change implementation and sense making. In the conceptual research model, training is 
replaced with involvement. The change implementation process is added to the model. The 
last two stages of the process are highlighted (institutionalisation and monitoring), because 
Initiation Comparison Micro Sense Making Processes Results of Sense Making  
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Change    
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Figure 2.6.1  
Conceptual Research Model 
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change recipients at lower levels are only involved, during institutionalisation and monitoring. 
This represents and explains the earlier finding of Stensaker et al. (2008): it is likely that 
front line employees (as change recipients) have fewer sense making time compared to their 
higher level colleagues.   
 
Research needs to take place in the day-to-day working environment of front-line employees. 
It should be carried out in relation to their tasks, skills and practices. This activity based 
approach is necessary in order to grasp the scripts and schemas that employees use to make 
sense of culture change. If we bring all the elements together: so sense making through the 
eyes of front line employees about culture change in relation to their working environment, it 
can be concluded that this constellation has never been researched before. Primary research 
is therefore necessary. The next chapters will deal with the empirical research stages of this 
thesis (chapter 3 and 4).  
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3. Methodology  
This chapter will start with the primary research methodology. This will be followed by the 
operational side of the research, consisting of practicalities such as when and where the 
research data will be collected. A separate section is dedicated to the analysis of the data 
followed by a paragraph with limitations and methodological issues.  
 
3.1 Research strategy 
The research method can best be defined as a case study strategy, based on two cases  
(2 leisure centres/ swimming pools, located in the South-West region of The Netherlands). 
According to Saunders, Lewis and Thornhill (2009) a case study method is: “a strategy for 
doing research which involves an empirical investigation of a particular contemporary 
phenomenon within its real-life context using multiple sources of evidence” (pp. 145-146).  
The research model and research questions stimulate to investigate differences between 
organisational departments and perception differences between employees. In essence, the 
research for this thesis is based on the interpretivism philosophy (Saunders, et al. 2009). It is 
about: “understanding the differences between humans and their roles as social actors” (p. 
116). The nature of the research is ‘exploratory’. An interpretivism exploratory research 
method is based on the notion of: ”entering the social world of our research subject and 
understand their world from their point of view” (Saunders, et al. 2009, p.116). In terms of 
the research taxonomy of Saunders, et al. (2009, p.152) the research choice is a multi-
method qualitative research. Data triangulation (Cox & Hassard, 2005) takes place, because 
the data will be collected in different case organizations (multiple departments) and with 
different sources. Multi-method triangulation (Paul, 1996) is used because both interviews 
and participative observation will be used as research instruments. For this thesis a case 
study strategy based on the holistic dimension (Yin, 2014, pp. 53-55) will be pursued.  
 
3.1.1 Case organisations 
Primary research is carried out in two case organisations in the South-West region of The 
Netherlands. The case organisations are part of a sports leisure management chain that 
operates a couple of hundred locations throughout the Netherlands. Recent governmental 
developments in funding forced these centres to commercialize their operations. Typical 
centres would manage communal swimming pools, leisure facilities and sport hall 
accommodations. Previously, local councils were solely responsible for both funding and 
managing these locations. Since 2012 local council subsidies have declined significantly. It is 
expected that this will even further decline in the near future. Case organisation 1 has 
recently lost subsidized swimming lessons for children attending primary schools. This 
accounts for a loss of 12% in revenue (see appendix 13). Only 42%, (Van Wijk, 2012) of the 
local councils provide subsidies for school swimming lessons. It is furthermore expected that 
12% of the communal pools will close (Van der Werff, Bedaf, Hoenderkamp & Breedveld, 
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2012, p.38). Swimming pools are also confronted with high operational running costs. This is 
evident in the recent local newspaper article (Cup, 2015) ‘Swimming pools cannot operate 
without subsidies’ (see appendix 14 for the full article). All of these changes forced many local 
councils to look for commercial management partners. Commercial partners would subscribe 
for a tender process in order to be liable for management contracts. After the contract was 
granted to a management contractor, local management (appointed by the council) was 
replaced. New managers were a necessity since commercial management partners have to 
make profit in order to survive. The previous management teams, appointed by the local 
council did not have to worry about profit. From a change management perspective, an 
interesting case emerged. A lot of leisure sites only replaced the management. The pool of 
employees remained the same compared to the old situation. Top-down change initiatives 
often did not result in behaviour change of employees. This makes leisure organisations an 
interesting and appropriate research environment to carry out the primary research of this 
thesis. The main research question implies that the primary research needs to take place 
during the implementation phase. Both case organisations are currently in the implementation 
phase of a commercial change project.  
 
3.1.2 Research method & sample  
An observation/ participation interview strategy is chosen to carry out the primary research. 
This method is built on a combination research approach (Saunders et al., 2009). It is 
inductive because its purpose is: “to gain an understanding of the meanings humans attach to 
events” (Saunders et al., 2009, p.127). This means that the researcher will work on the 
concerning departments with front-line employees. The interviews are carried out during a 
typical working day. Practical micro variables were chosen that are in cohesion with the 
conceptual research model. Front line employees are able to relate to these variables. The 
research approach is deductive in the sense that it follows a conceptual research model that is 
built on existing theory. This combination method allows for additional insights that do not 
emerge by using a traditional formal one-to-one interview setting. The participative nature of 
the research method fits the research purpose (to investigate sense making in a micro 
perspective). A total of 36 semi-structured interviews will be held, with front line employees 
(non-managers). The selection is made on only one condition: the respondent has to work for 
the company at least for the period of one year. This criteria is important, because the 
respondents need to be able to relate back to the changes that were made within the 
research organisation. Please see appendix 1 for the full details of the sample composition.  
 
3.2 Data collection  
Data collection will take place during the June-July period, 2015. This thesis differs from other 
research papers, because the primary research will take place in a ‘real-life’ setting. Informal 
interviews will be held, while people are working. The researcher will join the concerning 
respondent with their work activities. In this way the data can be collected in a realistic 
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scenario. The setting of the interviews is based on 1/1. There are no group sessions. The 
reason for this is to avoid the possibility of social desirable answers caused by peer pressure. 
The participative approach also allows front line employees to share their sense making 
activities in relation to their task (micro) environment. Figure 3.1 represents the data 
collection strategy. This thesis deals with a focus on front-line employees. Managers are 
therefore not included in the research sample. However a separate practical report is made 
for the two case organisations which includes two manager interviews. For those who are 
interested in additional case organisation information, please consult the transcripts of these 
interviews (appendix 12). The analysis of this thesis does not include these interviews. The 
purpose of this thesis is to hear the voice of front line employees, not the management 
community.   
 
 
 
 
 
 
 
 
 
 
 
 
3.3 Operationalisation 
Summarised, the overall goal of the research is to capture thoughts, opinions, perceptions 
and sense making processes of front line employees. Table 3.1 highlights how the research 
questions are translated into research goals. The goals are linked to the research instruments. 
(See appendix 5 for the full details of the research instrument). The content of the interview 
is based on Raelin & Cataldo’s (2011) ‘micro variables’ and other relevant subjects that were 
discussed in the literature review (paragraph 2.2 – 2.5), such as the integrated model of 
sense making by Weber and Manning (2001). The micro variables are integrated in the 
interview questions (see table 3.2). The interviews consist of a total of 11 research questions 
(see appendix 5 for the interview questions). The first question is an opening question, which 
is used to capture both positive and negative perceptions about change. The second question 
is built around the topic involvement, which is an important indicator of implementation. 
Question 3 will shed light on behaviour in relation to the department or group in which the 
respondent is working and his or her individual beliefs. Question 9 is used to discuss personal 
perceptions and definitions of change. Question 10 is used to prompt respondents to share 
narratives about how they perceived the change project. Question 11 is used to ‘prompt’ the 
respondent to prioritize a topic of change implementation. The variable culture will be 
Primary Data Source 
 
Participation Interviews 
N = 36  
Case Organisation 1: 16 
Case Organisation 2: 20   
 
Data Collection: Multiple Source Strategy  
 
Figure 3.1 , Data Collection Strategy 
 
 
Data Collection Tool 
 
Semi-structured participation 
interviews, consisting of 11 
questions, covering all the 
elements of the conceptual 
research model (appendix 5)  
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measured from a micro perspective. Culture is important for the primary research stage, 
because culture change currently takes place in the two case organisations. The variables will 
be measured by capturing the thoughts, associations and beliefs that front-line employees 
have in relation to their day-to-day work environment. This is done by creating transcripts of 
the participation interviews. 
 
Research Question Research Goal Research Instrument 
(4) How do front-line employees 
make sense of culture change?    
 
To explore how culture change is 
perceived in a micro setting.   
Participation Interviews 
 
 
To establish new insights about 
sense making processes of front 
line employees.  
 
Participation Interviews  
(5) How do front line employees 
integrate culture change in their 
day-to-day working 
environment?  
 
To establish whether behaviour 
change occurred after culture 
change implementation  
Participation Interviews  
Establishing an empirical 
framework that can capture and 
provide insights about front line 
employees’ sense making 
processes in relation to a micro 
environment.  
 
Participation Interviews  
 
 
 
 
 
3.4 Data analysis  
Data analysis will be conducted through a combination of content analysis (Homan, 2006, p. 
127) and narrative research (Saunders et al., 2009, p. 497). The data analysis strategy is 
based on a combination of ‘relying on theoretical propositions’ and ‘working your data from 
the ground up’ (Yin, 2014, p. 136). On the one hand the research questions and goals are 
based on a literature review. The findings of the literature review about change 
implementation (such as the fact that involvement contributes positively to implementation, 
and behaviour as a change indicator) were integrated in the questions of the semi-structured 
interview. On the other hand an ‘open-minded approach’ will also be used during the data 
analysis. In this respect the data is ‘worked up from the ground’. This will allow new topics, 
insights and content to emerge. This is in line with the goal of the research. The primary 
research is not conclusive in its nature. Instead, it is constructed in such a way that it can be 
used to explore themes rather than to test pre-set hypotheses. The analysing technique to be 
Micro  Variables Interview Questions  
Involvement 2,6 
Behaviour   3 
Skills/ Tasks/ Practices  4 / 5 / 7 
Impact on self/ others   8  
Implementation   10 and 11 
Culture  9 and 10 
Table 3.1, Translating research questions into research goals  
 
 
Table 3.2, Micro variables and interview questions  
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used is a firm-level logic model (Yin, 2014, pp.158-159). The relevant firm-environment will 
be taken into consideration. The case study is based on the proposition of a culture change 
project. This event needs to be taken into consideration when analysing the data, since it 
highlights the context of the research. The analysis process is a combination of emergent 
patterns, summary and narratives (Saunders et al. 2009, pp. 490-498). The research sample 
is relatively small, meaning that categorisation will probably not be necessary. The narratives 
or story telling approach fits the research methodology, because it is focused on gaining 
insights about the perceptions of front-line employees. In Homan’s (2005) terms: the 
research is built upon capturing the sense making processes about the change initiative that 
takes place in the local communities of the organisation. According to Saunders et al. (2009) 
“Narrative research is based on individuals’ accounts of their experiences and the ways in 
which they explain these through their subjective interpretations and relate them to 
constructions of the social world in which they live” (pp. 497-498). This approach suits both 
the case study research strategy and the environment in which the research is carried out. In 
particular questions 1, 9 and 10 are used to prompt the respondent to tell a story about the 
culture change that took place and what it personally meant for them. Data-triangulation 
takes place, because the case study is based on different sources (including different 
interviews at two locations in several departments). From an analytical point of view this is 
useful because comparisons can be made between the data of the two case organizations.   
 
3.5 Motivation 
The motivation for choosing a case study approach is two-fold. First it fits the exploratory 
need that derived from the literature review. And secondly it is a good fit with researching 
culture implementation. The research that is carried out at the leisure centres does not allow 
a big research sample. This means that a solely quantitative research approach based on a 
positivism philosophy is not appropriate. Looking at the theoretical definitions of a case study 
it makes sense why this approach was chosen: (Yin, 2014, pp. 16-17) “A case study:  
- Investigates a contemporary phenomenon (the case) and in depth within its real-world 
context, especially when: The boundaries between phenomenon and context may not be 
clearly evident; Copes with the technically distinctive situation in which there will be many 
more variables than data points and as one result; Relies on multiple sources of evidence with 
data needing to converge in a triangulation fashion and as another result; Benefits from the 
prior development of theoretical propositions to guide data collection and analysis”.  
The above definition confirms the logic of choosing a case study design. The literature review 
revealed that there is no consensus on how to measure change implementation. Looking back 
at the main research question of the thesis: From a micro point of view how do front-line 
employees experience the impact of culture change, during the implementation phase?, the  
components: front-line employees/ micro point of view have recently been neglected, 
meaning that actual empirical research is needed. Measuring how front-line employees 
perceive the impact of change is dependent on the context of the organisation. The relevant 
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research organisations implemented culture change projects. The boundaries of determining 
whether a culture is implemented is in fact ‘arbitrary’. This means that a study solely based 
on a conclusive approach would not be appropriate. The research objects, such as individuals 
and culture need to be investigated in a real world setting, which supports the choice for a 
case study. Capturing perceptions of a relatively small sample, in relation to culture 
implementation would not be possible by using a quantitative method.  
 
3.6 Methodological issues  
 
3.6.1 Internal & external validity   
Barends, Janssen, ten Have and ten Have (2013) emphasize the importance of internal 
validity of change implementation research. The research model of this thesis limits the 
number of variables. The research is set up with a high external validity in mind. Implications 
and conclusions can therefore be replicated and applied to similar change initiatives in both 
private and public organisations. The research sample consists of front-line employees and 
can therefore be replicated to other research situations. It is a well-known fact that a lot of 
organisations are currently implementing change initiatives and cannot sustain the targeted 
change objectives. The proposed research method might be applied to other organisations as 
well. This does not mean that this method can be directly copied to other organisations. The 
combination method of both informal participation interviews and observation provides 
additional information that would not be possible to attain with a positivism approach. The 
approach provides additional insights for scholars who are considering primary research that 
needs to be carried out close to and possibly with the workforce of the concerning 
organisation. The reliability and the validity of the research is high for several reasons. Semi-
structured interviews are used. This method allows interviewees to ventilate new topics. 
Whenever applicable, these topics will be used during the analysis of the research. The real-
life setting allows the researcher to observe the behaviour of the respondent. Data- 
triangulation contributes to the validity and reliability of the data. Both secondary and primary 
sources are used to build the case study. The research sample is based on a large proportion 
of the case organisations (42% in case organisation 1 and 44% in case organisation 2), which 
increases the validity of the research. 
 
3.6.2 Limitations research  
There are very limited concerns about social desirable answers, because the research is 
carried out in a 1/1 setting rather than in a group setting. This means that there is no peer 
pressure for the concerning respondent. Limited time and resources are available. The context 
of the research is an academic thesis and needs to be carried out within a relatively short 
time frame. If more resources and time were available, it would have been possible to provide 
even more in-depth insights. Sense making will be researched during the implementation 
phase of a culture change project. The data will be collected during a 2 months period. Sense 
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making activities and implementation might change after this period. A limitation is that the 
research is not carried out during several intervals over a longer period. This approach allows 
for the tracking of changes in sense making, while the implementation is carried out. 
Sonenshein (2010) has used this approach successfully for researching strategic change 
implementation. His data collection period was two years. For this thesis the time and 
resources for lengthy data collection were not available. The literature that is used in this 
thesis is pre-dominantly built around academic change management publications. Other 
related academic fields such as (organisational) psychology were not included in the research. 
Involving more publications about psychology and other subjects would have enriched the 
total body of research. The subject and the nature of the thesis, do not allow to further 
explore these related themes.  
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4. Results  
This chapter presents the findings of the primary research explained by the conceptual 
research model. The results are reviewed per section of the conceptual research model. The 
viewpoint of front line employees is put central by using quotes that were generated during 
the participation interviews. All of the relevant quotes are summarized in appendix 7. The 
emerging topics that derived from the quotes are listed in appendix 8. The most important 
findings of the interview questions are summarised in appendix 9 and 10. These appendices 
are summary reports of the observations and findings of the participative interviews. The full 
quotes or extracts of quotes are marked by a two or three digit code. These codes correspond 
with the (full) quotes of the tables of appendix 7. The first digit of the code refers to the 
section of the conceptual research model/ quote table (for example 1.11 for section 1 ‘results 
of sense making/ behaviour’ and 2.3 for section 2 ‘Involvement’, etc.).  
 
4.1 Results of sense making  
This paragraph deals with the outcome of the sense making process, which in theory should 
result in a change of behaviour. An interesting finding is that the results between the two case 
organisations are completely different. In case organisation 1 (see appendix 8, table results of 
sense making) there is hardly any proof of commercial behaviour. Respondents indicate that 
there are several reasons for change failure. According to them the main causes are: multi-
tasking (1.1), individualism/ no team orientation (1.9) and a general feeling that selling is 
simply not their task (1.3). These topics are supported by the following quotes: “There is 
hardly any change in behaviour noticeable. Because of the multi-tasking approach, there is no 
time and resources to become fully dedicated towards commercial activities”. (1.1) “Generally 
speaking, our behaviour is very insecure now. A lot of my colleagues struggle with all of these 
changes. Some of them become very isolated. I think this is psychological. It is all about self-
protection. We have become very individual now. There is no sense of team orientation.” 
(1.9)  “A lot of us share the opinion that commercial tasks are not our responsibility. In my 
department we are all customer focused and we are trying to help out other departments as 
well. However there is no focus on additional sales. There is hardly any commercial 
behaviour.” (1.3) 
Commercial behaviour was present during the participative interviews in case organisation 2: 
“The culture has definitely changed to a more commercial organisation. We are now working 
as a team. The working atmosphere has changed in a positive way. I think this has also got to 
do with the fact that a younger generation joins the company. They have a fresh outlook and 
generate a lot of new ideas.” (1.14). Proof was found of commercial behaviour in the form of 
up-selling and cross-selling activities (Appendix 10, question 3).  
 
This was not the case in case organisation 1. Respondents did not show commercial behaviour 
such as cross-selling or up-selling. The results of sense making processes resulted in an 
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individual culture. Fierce resistance towards commercialism can be found in case organisation 
1. An interviewee described this resistance as defensive behaviour: “Our behaviour is 
changed. We have become very defensive towards new developments. My overall impression 
is that most of us are willing to go along with the changes. However, past events have 
learned us to be very cautious with these changes. In most cases, these changes were not 
beneficial to the workforce.” (1.7) 
 
Someone’s background and previous experience seem to matter in relation to commercial 
behaviour. Front line employees without a relevant background have to make a bigger ‘mental 
leap’ in order to make the shift towards commercial behaviour. This is evident in appendix 7 
(quotes 7.1-7.5). Respondents with a commercial background seem to acknowledge that their 
sense making processes differ from their colleagues who have a different background: “I am 
working part time in another commercial organisation. So for me personally, the changes are 
not a big deal. I am used to a hard-sell environment. I see a lot of my colleagues struggle 
with all the changes. In my opinion the changes are not a big step. It is common sense. I am 
surprised that some of my colleagues are so hostile towards any form of change.” (7.1) 
 
The commercial implementation activities that were found in case organisation 2 (appendix 
10, question 1) suggest that collective processes are important during sense making 
activities. A team orientation is mentioned by respondents (1.14, 1.17 and 1.19) as important 
in relation to commercial behaviour: “We are now very team oriented. As a result we are 
much better prepared to act commercial and client oriented.” (1.19). Experimenting with 
commercialism and marketing activities typically takes place in a team oriented environment 
rather than in an individual oriented environment. This clarifies why the results of sense 
making differ between the two case organisations. After the introduction of the change 
program, the culture in case organisation 1 shifted towards an individual culture (Appendix 9, 
question 10). In case organisation 2, proof was found that the company moved to a more 
commercial oriented culture. (Appendix 10, question 10).   
 
4.2 Involvement  
Involvement (both inter-departmental and management involvement) plays a key role during 
sense making processes. A lack of involvement was found in case organisation 1. Important 
reasons were a reduction of meetings/ gatherings (2.1, 2.2, 2.3, 2.6) and a shift towards 
individualism (2.4, 2.7, 2.8). Cancellations of meetings were caused because of cost savings 
and budget cuts: “There is no involvement. We do not have any staff meetings anymore. We 
used to have a new year’s speech. This was cancelled because of cost savings.” (2.1) “This 
year we were supposed to have our 25th company-anniversary. Apparently there is no budget 
to celebrate this. In my view this is just a lack of involvement. In the past we used to have 
budgets for these occasions.” (2.3). Respondents made sense of these actions by labelling 
them as a ‘lack of involvement’. This emphasizes the notion that sense making is not always 
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based on facts but rather on assumptions. Individualism is associated with a lack of 
involvement: “There is no involvement between departments. The culture is very shallow 
minded. It is all very individual. Everyone is only looking after themselves. A lot of my 
colleagues do not see the bigger picture: We are all in it together.” (2.7). In case organisation 
2 we can see that management involvement and the possibility of an open dialogue/ bottom-
up feedback (2.9-2.12) corresponds to positive associations with the change program: “In the 
old situation the management would have never asked for my opinion. Because of my service 
record and experience, I am often asked to share my view.” (2.10). In case organisation 2, 
we can also see the need and importance of meetings during change implementation (2.9, 
2.11): “There are weekly meetings now and I am actually asked for an opinion by 
management team members. This was certainly not done in the past.” (2.11).  
 
4.3 Impact on self 
Again there are major differences between the two case organisations. For case organisation 
1, the associations were far more negative compared to case organisation 2 (see appendix 8, 
table impact on self). Respondents mentioned individualism (3.4, 3.6, 3.7), an increase in 
tasks or workload (3.4, 3.5, 3.7, 3.8) and a reduction of training opportunities (3.2, 3.3, 3.9) 
as happenings that had an impact on themselves. Just like in paragraph 4.1 and 4.2 
individualism has a negative association: “Everything is going downhill. I had to give in a lot 
of operational hours. I even do not have staff meetings anymore. At the same time I have to 
carry out additional tasks. We have changed from a team oriented working atmosphere to an 
individual orientation. The work climate has become very cold and hard.” (3.4). In case 
organisation 2, the increase in tasks is also experienced as negative by some respondents 
(3.19, 3.23) but to a lesser extent. In general the associations in case organisation 2 were 
more positive. An increase in tasks or responsibilities was experienced as positive (3.13, 3.14, 
3.20, 3.21, 3.24): “The change program has been very good. I have been awarded with a 
better position now. I have other responsibilities that I enjoy more compared to my previous 
position, such as acquiring new business and customers. The whole working atmosphere has 
become very exciting.”  (3.13) “I am creating a promotion plan for our food service 
department with a couple of colleagues. The goal is to increase the revenue of our 
department. This is a good learning experience for me. In previous jobs I have never had the 
chance to do so.” (3.14). If we relate these findings back to the conceptual research model, it 
is evident that employees compare an old situation with a new situation. The sense making 
process here is quite simple: in the old situation, it was far better (for example ‘less tasks to 
do and better benefits and compensation’) compared to the new situation (for example ‘I had 
to give in and lost all of our old benefits, I have to do more for less’). Whether the impact of 
the change program is positive or negative, differs per individual case. There are many 
different individual associations (and therefore many different individual sense making 
processes) with the change program ranging from topics such as ‘a cold working atmosphere’ 
(3.11) to ‘job rotation with a higher task variety’ (3.24). For some respondents the program 
MSc Thesis Managementwetenschappen - Sander Verkerk 850444392   
34 
 
worked out much better compared to others: “For me everything was much better, when we 
were still part of the local council. The labour benefits were a lot better and there was more 
solidarity. There was a team orientation and we cooperated very well with each other. Now it 
is simply too commercial. It is all about money now. Swimming lessons are crowded. We do 
not focus on quality anymore. Now I have to do a lot of different tasks including cleaning and 
selling subscriptions. The change that had the most impact on me was that I needed to 
increase my flexibility in terms of working hours. This had a negative impact on my private 
life.” (3.7) “My motivation has increased. The multi-tasking approach is great. I like carrying 
out food service tasks as well. This is much better for career progression opportunities. My 
boss has even paid for a food service/ hospitality course. I know that a lot of my colleagues 
have a different view, but for me the change program is working out very well.” (3.9). The 
contrasting content of quotes such as 3.7 and 3.9 clarifies why individualism is mentioned as 
a negative development within the case organisation. There were simply winners and losers, 
when the change programs were introduced. This illuminates the importance of 
acknowledging the individual perspective during sense making processes.   
 
4.4 Impact on others 
The dominating themes here are individualism (4.1, 4.4 - 4.6, 4.9, 4.14) and segregation 
(4.4, 4.15 - 4.17, 4.19 - 4.21). Several diverse reasons are given for possible causes of 
individualism, such as an increase in workload and cost reductions (4.4), the neglecting of 
social gatherings (4.10) or a change in management (4.15): “Due to the increase in workload, 
everyone tend to be focused on themselves. I have noticed that my colleagues are very 
individual now. Everyone is more or less segregated in groups now. We do not have the team 
atmosphere of the past anymore. Because of all of these cost reductions it is every man for 
himself now.” (4.4) “The impact on the culture has been very negative. The result is that we 
have become very individually focused. For example, we are not allowed to have lunch 
anymore in the bar. We have to go to the canteen. The argument is that it is not professional 
anymore to have breaks in the public areas. What is even worse is the fact that we are not 
allowed to have breaks simultaneously anymore. Even if it is not busy. At least one of us 
needs to be located near the front office area in case a customer arrives. The management 
does not realize that with these new rules they are only stimulating an island culture”. (4.10). 
“The reaction to the change program resulted in an island culture. A lot of staff members 
became very individual. It is very hard nowadays to cooperate with each other. There is a lot 
of resistance. A lot of colleagues are not used to the fact that they have another boss now. 
They cannot deal with the fact that the rules have changed now.” (4.15). Respondents also 
seem to notice that the impact of the changes has resulted in the segregation of groups: “It is 
noticeable that certain groups of employees struggle with the change project. Those 
employees who work for a longer period within the company tend to struggle the most. It is 
was too much change for them to handle in a very short time frame”. (4.16) “Especially the 
older generation of colleagues are reluctant to change. They are not receptive to new 
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initiatives and think: Culture change? Fine with me as long as I get my monthly wage”. (4.17) 
“Especially the older generation of employees struggle with the changes. It seems that they 
are mentally stuck in the past. In the beginning, right after the introduction of the 
management chain, these staff members showed resistance. Now they do not care anymore. 
They do not join discussions. They are turning into an isolated group.” (4.22).  
 
By analysing the content of the quotes, it is noticeable that respondents have more or less 
consensus about the fact that the organisation is moving towards an individual culture. 
However, respondents give a high variety of reasons for this movement. This high variety 
indicate that sense making processes are developed individually. This does not mean that 
sense making processes only take place at an individual level. Proof of group sense making 
processes were found in case organisation 2, such as the formulation of a marketing work 
group (see appendix 10, question 1). If we compare the impact on self and impact on others 
findings (appendix 8) it appears that the associations are more negative if respondents look 
at others in the organisation. So when reviewing how others cope with the changes, 
interviewees are likely to evaluate the impact with negative associations. It could be that 
individuals are more focused on what the changes mean for them personally rather than 
looking at the collective ‘big picture’.     
4.5 Tasks, skills, practices  
In both case organisations respondents mentioned an increase in tasks/ workload as a direct 
result of the change initiatives. Interviewees in case organisation 1 experienced the task 
increase as negative (5.1-5.4, 5.7). In case organisation 2, respondents had both negative 
(5.12, 5.13) and positive associations (5.11, 5.14) with a change or an increase in workload. 
In case organisation 1, respondents did not appreciate the increase in task variety. Their view 
was that additional work is simply not their task: “Since the change program introduction, I 
have to carry out many additional tasks, including cleaning and activities that used to be done 
by the technical department. This is not part of my job description as a swimming teacher.” 
(5.1) “My tasks have changed. I have to carry out cleaning and food service tasks now. The 
management has taken away a lot of our staff budgets. As a receptionist I am referring 
customers to other departments. I am not selling to them. Selling is not my job.” (5.4). In 
case organisation 2 there were more positive associations with additional tasks: “I have to 
carry out more tasks now, such as the maintenance of the website and our Facebook pages. 
For me these tasks are an improvement. I have learned new social media and marketing 
skills”. (5.11) “The increase in workload has made the work a lot more interesting. I have 
many different tasks now.” (5.15).   
 
In relation to tasks, sense making processes seem to be very personal. For one respondent an 
increase of tasks means ‘more work to do for the same money’, while for other respondents 
the higher task variety is seen as an improvement.  
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In case organisation 2, 7 respondents (44% of the research sample) had a commercial 
background. Only 2 respondents had a commercial background in case organisation 1 (12,5% 
of the research sample). The skills and practices that front line employees acquired in the 
past seem to play a significant role in how they make sense of change. This could also clarify 
why in case organisation 1, the associations with the change initiative are so negative. The 
population simply does not have the required skills and resources to install a commercial 
organisation: “There are no budgets left for trainings or courses. It is very hard to develop 
new skills, without these resources. (5.3) “I did not have any training to support me with new 
commercial activities.” (5.6) Acquiring skills in relation to the initiated commercial culture are 
important as sense making activities. Training is seen as an important sense making tool and 
was mentioned as a necessity in both case organisations (Appendix 9 and 10,  
question 4).   
 
4.6 Implementation process  
Evidence was found that respondents seem to acknowledge that implementation consists of 
steps or phases: “We have not taken the change program to the next level. In my view we 
have to go through a couple of episodes: from operational, to commercial, to a cost effective/ 
profitable company. We seem to be stuck in the operational episode.” (6.1) “We are moving 
to a real commercial organisation. We have taken the first steps” (6.6) “We have installed a 
new way of working, but we are not quite there yet. It will take some time to implement this 
real commercial organisation”. (6.8) “I think we have become more commercial now. During 
the annual meeting a vision was projected by the management of the company of an ideal 
commercial organisation. There is always room for improvement, but I think we have taken 
some serious steps now” (6.9) “The change program is installed step by step. In the 
beginning it was all about procedures and structures. We were in need of a solid foundation. 
Now that we have a basis, we are focusing on interaction with each other and with 
customers.” (6.10) “For our department it was sometimes too much too handle. We are 
therefore implementing the changes step by step, with the help and support of the 
management team”. (6.11).  
 
If we would plot the two case organisations in the conceptual research model (see figure 
2.6.1, paragraph 2.6), case organisation 1 would still be in the negotiation phase, while case 
organisation 2 is already in the institutionalization phase of the change implementation 
process. In case organisation 2, the first steps were already taken. Evidence was found that 
organisational members started to experiment with commercialism. This is emphasized by the 
fact that self-emergent experimenting activities started to occur, such as the formulation of a 
marketing workgroup. In case organisation 1, the intended changes were not sustained: 
“Right after the introduction event, there was a short revival. It was only a short recovery. We 
did not sustain the initiated changes.” (6.3) “After a while, all of the initiatives were not 
sustained anymore. Within a very short period of about three quarters, the entrepreneurial 
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attitude just vanished. The commercial changes are faded glory now.” (6.4) “The only major 
step we have taken is that we have implemented a new CRM system. We have also raised the 
price of our entrance ticket. That is about it.” (6.5). The vast majority of the associations with 
the change program, listed in appendix 8 are negative (for case organisation 1). This means 
that a new negotiation process will have to be started between the change initiators 
(management) and the change recipients (front line employees).  
 
In the literature review it was evident that implementation consists of separate steps. The 
findings of the primary research shows that the linear steps or the order of the change 
implementation are not fully consistent with the secondary research findings. In the primary 
research negotiation was integrated in the institutionalization phase. In theory it takes place 
before institutionalization. It could be argued that negotiation is not a step in the process but 
an ongoing sub-process which is integrated in several implementation steps, such as: 
engaging and institutionalization. In case organisation 1, the organisational culture changed 
to an unintended individual culture. It was planned to install a commercial culture. A ‘re-
negotiation’ process has to be started by the management to engage with the workforce in 
order to mobilize them towards the intended change. This finding shows us that during 
institutionalization, negotiation can still occur. A prescribed step model of implementation as 
suggested by the conceptual research model explains the typical components of the 
implementation process. It does not seem to work in a linear way. The primary research 
findings suggest that the implementation processes are more complex than the linear step-
model (planning, engaging, negotiating, institutionalization, monitoring) that was discussed 
during the literature research.  
 
The micro view of the research could provide additional insights in order to explain why the 
linear implementation process was not found in the two case organisations. In the previous 
paragraphs it became clear that respondents seem to measure the impact of change in 
relation to themselves. This view would suggest that the implementation process consists of 
many individual sense making processes. One individual could still be in the negotiation stage, 
while the other could already be involved with institutionalization activities. An individual 
could be stuck in old working routines if he/ she is still in the mental negotiation phase. If the 
concerning respondent is not convinced that the change is beneficial for him or her, it is likely 
that the suggested commercial behaviour is not accepted. Another respondent could have 
made the decision that the suggested change is beneficial to him or her. In this case the 
individual would mentally accept the change and be part of activities that support 
implementation. He or she could be part of the marketing work group in case organisation 2 
and develop new commercial activities. The individual perspective of the previous example 
suggest that implementation is far more complex than the step models that were discussed 
during the secondary literature.  
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4.7 Additional findings      
Events played a significant role during sense making processes of front line employees in both 
case organisations. In case organisation 1, the introduction event was seen as a sort of 
milestone or beginning point of the change (1.10, 2.6, 4.5, 6.1, 6.3, 6.5): “After the 
introduction event we were expecting that things would be different. Tender contracts are 
usually established for short term periods. Being part of a leisure management chain meant 
that we had to focus on budgets, costs and profits. This is completely different compared to 
the previous period, when we were still part of the local council organisation”. (4.5) ) “The 
introduction of the change program was very good. There was an introduction event. The 
kick-off start period was very promising. Hardly any of the goals that were presented during 
the introduction event have been integrated. We have not taken the change program to the 
next level. (6.1).  
 
The majority of the associations with the launch event are negative. In the previous 
paragraphs we have seen that this is especially applicable to case organisation 1. 
Respondents made sense of the introduction event as the start of a declining phase. 
Unpleasant feelings were experienced after the concerning event: “Since the introduction 
event of the new management chain there is no involvement anymore. There was a 
presentation about the new vision and direction of the company. After this event there was no 
follow up.” (2.6)  “Right after the introduction event, there was a short revival. In this period 
our department was allowed to join some marketing trainings. We initiated a couple of 
marketing actions. The atmosphere became negative again. The entrepreneurial spirit is gone 
now. It was only a short recovery. We did not sustain the initiated changes.” (6.3).   
 
In case organisation 2 events also played a key role in the sense making activities of front line 
employees. (appendix 10, question 11). The most important event here, was the installation 
of a new management team. This was experienced as very positive: “The new management 
team is very pro-active. A lot of things have changed such as the installation of automation 
processes and an increase in marketing actions. There are weekly meetings now and I am 
actually asked for an opinion by management team members. This was certainly not done in 
the past.” (2.11). “The introduction of the management chain was very positive. The head 
office of the management chain is very supportive.” (3.20).  
 
There are many similarities between the two case organisations in terms of historical events. 
In both organisations: a new management team started;  the same operating chain was 
introduced; labour agreements were levelled and renewal contract processes were installed 
with the local council via a tender construction. (See appendix 11, figure 11.1 for a precise 
timescale of these events). These events played a key role during the sense making 
processes. They are seen as major happenings and are evaluated at both an individual level 
and at a group level. Front line employees experienced the changes after events as more 
MSc Thesis Managementwetenschappen - Sander Verkerk 850444392   
39 
 
positive in case organisation 2 compared to case organisation 1: “Past events have learned us 
to be very cautious with changes. In most cases, these changes were not beneficial to the 
workforce. For example, we do not have an employee council anymore.” (1.7). Events are 
seen as ‘evaluation happenings’ and are monitored afterwards. Front line employees make 
sense of these in relation to themselves. During their day-to-day working activities they 
experience whether the changes that derived from these events are beneficial to them or not.   
 
4.8 Conclusion  
The primary research phase was used to find answers to the main research question of this 
thesis: From a micro point of view how do front-line employees make sense of the impact of 
culture change, during the implementation phase? Research questions 3 and 4 were the main 
focus of the primary research: (3) How do front-line employees make sense of culture 
change?, (4) How do front line employees integrate culture change in their day-to-day work 
environment? 
 
The conceptual research model was used to explain how sense making processes work, from 
a micro point of view. Not only was the theory tested, in the practical context of case 
organisation 1 and 2, it also facilitated the process of finding new theory. The results of the 
research indicate that the theory of Weber and Manning (2001) has not reached its full 
potential. The evidence showed that respondents make schemas or mental imprints that 
relate back to major happenings or events. ‘Events’ could therefore be added to the model 
under the heading of sense making processes. The adjusted model can be tested in other 
change situations. It is likely that other change practitioners and scholars would benefit from 
these additions.  
 
The evidence that was found showed that front-line employees make sense of cultural change 
by using two methods. The first method is action based. This means that change recipients 
make sense of the change context by experimenting. Experimenting activities are carried out 
at both an individual and at a group level. In both case organisations the work force 
experimented with multi-tasking. Experimenting activities with commercial tasks were only 
found in case organisation 2. The connotation with multi-tasking was negative in case 
organisation 1, while it was seen as a learning experience in case organisation 2. In both 
organisations, multi-tasking was used as a vehicle to experiment with an increase in 
workload. Since there were enough staff budgets in the past, employees simply did not have 
to worry about the work load. They just allocated more staff members whenever there was a 
need. In the new commercial organisations, this is not possible anymore. Self-learning 
activities emerged in both organisations. During the participation interviews respondents 
showed how they developed tools, such as planning boards, hand over manuals, etc. to cope 
with both the increase in work load and with commercialism. Although the management had a 
key role in stimulating these activities, it was found that front-line employees preferred to 
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experiment with peers rather than with managers. Key stimulating factors for the action 
based sense making method are training and job-rotation opportunities. Front-line employees 
spontaneously asked for formal training and job rotation opportunities to experiment with 
commercialism. Culture change (research question 4) is integrated in the day-to-day activities 
by sharing best practices through meetings, trainings, work groups and formal events, such 
as annual meetings. It was found that meetings and social gatherings work as ‘playgrounds’. 
For many respondents commercial change meant that they had to get out of their comfort 
zones. It was evident that culture change can only take place if respondents feel safe. It took 
some time before the first change successes emerged. It is key that the change organisation 
allows time and resources in order to reach the intended change goals. Full integration of the 
change happened only after respondents had enough training and practical experience. 
Integrated day-to-day commercial behaviour was only found in case organisation 2.  
 
The second sense making method is built on an ‘introspection model’. This model is based on 
individual sense making processes. It was found that respondents are focused on themselves 
when they make sense of change initiatives. Respondents first ask themselves: ‘What’s in it 
for me?’ When answering this question, change recipients relate back to their previous 
experiences and their back ground. They make a comparison of what is ‘normal’ for them. 
They evaluate the concerning change based on norms and past experiences. It was found that 
change respondents formulate a script or a mental scheme of the concerning change. They 
tend to do this on an individual basis. An important finding here was that certain milestones 
are important during sense making processes. An important milestone was the introduction 
meeting of case organisation 1. Respondents spontaneously mentioned this meeting in 
relation to the change initiative. Although it had a negative connotation, it was seen as a 
starting mile stone. It was found that events, such as the installation of a new management 
team are important ‘etchings’ in the individual schemes that front line employees create 
during sense making processes. This does not mean that sense making is only based on 
individual sense making processes. It strongly indicates that there might be a sequence or 
order in sense making processes. Hypothetically speaking, it could mean that sense making 
first takes place as an individual process. Once the individual has made sense of the 
concerning change in relation to him/ herself it is likely that sense making processes are 
taken to the peer or group level. By taken this view, sense making remains a social process. 
This distinction between individual and collective sense making needs to be further 
investigated with future research.        
 
It can be concluded that the conceptual research model worked very well. The participative 
research method allowed the researcher to get insight the heads and minds of front-line 
employees. The voice of front line employees is important in a research context. As change 
recipients they are the ones who ultimately accept or reject the change.  
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5. Conclusions, Discussion, Recommendations  
 
This chapter is divided into three sections. In the first paragraph, the conclusions will be 
discussed. The second paragraph consists of a discussion of the research findings in relation 
to the change theory as defined in chapter 2. The last paragraph deals with 
recommendations. The recommendations are split by two sections: one for academic 
purposes and another one for change practitioners.  
 
5.1 Conclusions  
This thesis dealt with a major gap that exists in recent change management literature. There 
has been very limited research, based on culture implementation, through the eyes of front- 
line employees in a micro setting. It is a well-known fact that the majority of change 
initiatives fail. Academics are pre-dominantly focused on researching change through the eyes 
of managers in a macro setting. The micro view provides a more detailed focus as it zooms in 
on the individual and departmental perspective. As change recipients, it is likely that front-line 
employees provide a different perspective on change which sheds a new light on how we deal 
with culture change implementation. Several conclusions were found in relation to the main 
research question: From a micro point of view how do front-line employees make sense of the 
impact of culture change, during the implementation phase?  
 
Front-line employees make sense of culture change by integrating it in their daily task-
environment. Experimenting with tasks, new practices and skills with peers seem to play an 
important role when they deal with change. During sense making processes, change 
recipients translate the expected intended change into actions. In other words: by making 
sense of the change they are in fact implementing the change. 
 
The most important conclusion was that sense making activities can take place at an 
individual level. Especially in relation to change acceptance. Front line employees are more 
likely to join collective sense making activities if the concerning change (program) is beneficial 
to them. In other words: front line employees are willing to buy-in with collective sense 
making activities, only after they have made a mental shift in favour of the change. This 
finding suggests that individualism precedes collectivism in change management. Individuals 
simply ask themselves: What’s in it for me? The importance of individualism during sense 
making processes is also supported by individual norms which are formed and shaped by 
someone’s (working) background.  
 
Another notable conclusion is that sense making takes place based on a sequence of events. 
The sequence of organisational events form the foundation of subjective narratives that front-
line employees create as they make sense of culture change. Event-based sense making is 
formed on mental schemas that front-line employees create in relation to their daily task 
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environment. The research of this thesis contributes to the existing knowledge of sense 
making by adding an individual micro perspective. Front line employees seem to make sense 
of organisational events, based on their own thoughts, beliefs and associations. As mentioned 
they do this by formulating individual subjective narratives and stories. It can therefore be 
concluded that sense making as a process is related to narrative and story-telling. This thesis 
did not go into detail about this subject. The relationship between these two processes is a 
basis for further research.  
 
5.2 Discussion 
The literature research suggested that sense making is a social process. In a way the findings 
of the primary research are contrasting in relation to this view. Sense making seems to be 
based on two steps. The first step consists of an equation that an individual makes. He or she 
evaluates what the impact is on him or herself. When the concerning person is positive about 
the suggested change, he or she will either ignore it or start a second sense making process, 
which consists of seeking interaction with peers. This is the stage when new tasks and skills 
need to be developed. It is likely that individuals who do not accept the change will seek 
support from others as well and start a negotiation process (as mentioned in the conceptual 
research model). A social process will occur which will result in either a change in mind set 
(change acceptance) or into a neutral or resistance attitude. However sense making is not 
always based on a social process. The individualism that was found in the primary research 
indicate that sense making could also take place as a non-social process. Hypothetically 
speaking, an individual could make sense of the concerning change, ignore it, and neglect 
changing the working routines or behaviour. The suggestion here is to not automatically 
assume that sense making is a social process. It becomes social only after the individual 
makes the decision to be involved with departmental or group sense making activities. During 
these sense making activities social desired behaviour can occur, which is also based on social 
processes. However social desired behaviour usually does not contribute to the intended 
results of sense making. This type of behaviour does not support the desired attitudes as 
defined by the change initiators. 
 
The definition of sense making (as defined in paragraph 2.5) highlights the importance of the 
interpretations of key organisational events. The findings of the primary research emphasize 
the importance of events during sense making activities. The way front-line employees make 
sense of events is pre-dominantly based on individual processes. These processes are 
dominated by individual characteristics such as working background and previous change 
experiences, which is affected by the length of employment of the concerning individual.  
 
There was a gap between the theoretical definition of change implementation and the 
empirical findings of the primary research. The chosen definition of change implementation is 
based on a step model, which consists of planning, engaging, negotiating, institutionalization 
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and monitoring. The empirical findings imply that the order of the different steps are not 
followed in a real life setting. Negotiation was not a step in a pre-defined process. Negotiation 
was a continuous process or sub-process which was ongoing, throughout the implementation 
process. The notion of phases are important in relation to change implementation. The 
individual equation that front-line employees make during sense making processes indicate 
that they compare an old phase versus a new phase. This individual process does not follow 
the steps of change implementation. It could even be argued that sense making is the 
equivalent of change implementation. By making sense of change, individuals are actually 
implementing the change. In line with the sense making definition this statement would be 
focused on social processes. In this respect change implementation is shared with peers. The 
process takes place during social activities, including training and experimenting.  
 
This thesis contributed to the existing theory of micro sense making and implementation. New 
insights were found, such as the limited applicability of prescriptive step models in change 
implementation in a micro setting and the fact that sense making is not as social as assumed 
by authors of the sense making school of thought such as Thurlow and Mills (2009) and Weick 
et al. (2005). The research of the thesis could have been more complete by integrating the 
script/ schema based school of thought (Arzenšek, 2011; Chiang, 2010; Gioia & Manz, 1985; 
Gioia & Poole, 1984; Harris, 1994; Johnson, Smith & Codling, 2000). “Scripts are schemas for 
behaviour, or for understanding events and behaviour” (Gioia & Poole, 1984, p. 450). The 
script/ schema theory could be relevant for this thesis, because it deals with sense making of 
organisational events (Gioia & Poole, 1984; Harris, 1994). The function of schemas is to 
“guide interpretations of the past, present and expectations of the future” (Harris, 1994, p. 
310). Schemas could therefore be used as a tool to structure research findings during sense 
making processes. The conceptual research model is also based on a comparison of a past 
and a future state. Schema/ script literature is relevant because it can be used in a micro 
setting to review culture change (Harris, 1994). Scripts have also been used as a sense 
making tool in a micro environment (Johnson et. al. 2000). As indicated by the theory of 
Weber and Manning (2001) micro sense making should result in a desired type of behaviour. 
Gioa and Poole (1984) and Harris (1994) also acknowledge that schema theory is built around 
understanding behaviour. From a theoretical point of view the schema school of thought 
would have enriched this thesis even more. The same can be said for the complexity school of 
thought, as discussed by Burnes (2005). However, due to limited time, resources and thesis 
specifications, it was not possible to elaborate on these themes. It is therefore recommended 
to initiate future research based on these topics.  
 
Due to the limitations of the thesis format and the conceptual research model, there was no 
thorough discussion about whether culture change can be defined as macro or as micro. This 
discussion could be taken further with future research. There is already a basis in the existing 
literature about the existence of sub cultures (Kondra & Hurst, 2009; Lok & Crawford, 1999; 
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Martin & Siehl, 1983). Sense making in relation to sub cultures could provide additional 
insights in how different organizational groups and individuals (micro level) make sense of 
change. If new insights are found, it is likely that this will shift the focus of academics from 
the macro level to the micro level.   
 
5.3 Academic recommendations 
We have seen that sense making in an organisational change context is very unpredictable 
and subjective. Scripts and schema theory form a solid foundation in order to create structure 
in sense making activities of front-line employees. For future research it is therefore 
recommended to use a theoretical model that could be used to provide additional insights in 
front-line employees’ sense making processes. Based on the findings of the primary research, 
a micro sense making model (figure 5.1) is proposed for future research.  
 
Figure 5.1 is based on a planned change context. The reason for this is that Weber & 
Manning’s (2001) theory is built on a situation of planned change. The primary research in 
case organisation 1 and 2 was also based on a planned change context. There is no solid 
evidence that the model would work within a spontaneous change context. Future research is 
needed to test whether the model could be used during emergent change. The schema 
represents sense making processes within the micro environment. It is based on two 
perspectives, the introspection and the action perspective. In a change context introspection 
is based on the conscious thoughts and feelings that individuals have towards the change 
initiative. The action perspective is based on a group or departmental perspective. This is the 
area in which individuals test their thoughts, beliefs and feelings towards the change in 
relation to a social reference group. The group setting could be based on a department, a 
workgroup or an informal group, such as a couple of colleagues who go out for lunch on a 
regular basis. The model suggest that sense making start at an individual level, and is then 
moved to the department where mental schemas are tested in relation to others. This is 
where norms and culture play an essential role.  
 
The scales in the model represent the mental equation that employees make when it comes to 
change. They simply add all the benefits and weigh them against the negative side of the 
change. This is where mental change acceptation or rejecting takes place. The model 
suggests that during or after the mental equations, a negotiation process takes place with the 
change initiators and/ or the management team. The research revealed that experimentation 
is essential, for making sense of the change and also for change acceptance. The model 
emphasizes that institutionalisation and a new order (culture) can only take place after 
experimenting. In the conceptual research model, the change implementation stages were 
defined as follows: planning, engaging, negotiating, institutionalisation and monitoring.  
Based on the findings of the primary research it would make sense to add the phase 
experimenting, between negotiation and institutionalisation. 
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The term implementation is not used anymore in the model. It was concluded that sense 
making is a way of implementing and that the prescriptive nature of implementation step-
models have limited usability in a real-life change case. The implementation phases are 
incorporated in the model as a sense making process. The arrows are placed as continuous 
feedback loops. This emphasizes the fact that implementation as sense making is much more 
blurry and complex compared to the prescriptive nature of the implementation school of 
thought (Barley & Tolbert, 1997; Bullock & Batten, 1985; Kotter, 1995; Lawrence et al., 
2001; Parker et al., 2012). Events play an essential role during sense making processes. In 
figure 5.1, events are therefore specifically mentioned. Events can be both internal and 
Event 1 
F.e. new 
management 
Event 2  
---------- 
----------  
Event 3  
---------- 
----------   
Old Culture      Engagement            New Culture  
[4] What’s in it for me?  
[2] What does this 
change mean for me?  
[1] How will this change 
effect my work?   
[3] What does this 
change mean for my 
role in the department?   
Introspection 
Perspective 
Action 
Perspective  
[1] Trainings    
[2] Meetings    
[3] Workgroups   
[4] Informal Groups   
[Personal/ Individual]  [Groups/ Departments/ Peers]  
Planned 
Change 
Micro Environment  
Experimentation 
Institutionilisation   
New Order 
Negotiation  
Accept   Reject  
Re-negotiation 
Sense 
Making  
Figure 5.1 Micro Sensemaking Schema   
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external. Internal events could consist of the installation of a new management or a new way 
of working, IT interventions or training interventions. External events could be everything that 
affects the change initiative, such as a change of national politics that affects subsidies.  
 
From the introspection point of view it is also recommended that researchers take the 
interviewees’ background into consideration. Previous working background and change 
experience could predict whether an employee is likely to accept or reject the change. Further 
academic research is necessary to test and explore this conclusion. Additional variables might 
provide interesting insights for the schema school of thought. Factors such as the length of 
employment in relation to resistance or personality in relation to sense making could provide 
more answers about how employees make sense of change. This is where change 
management moves to the adjacent fields of social science and psychology. 
 
As discussed in the introduction, this thesis was written beyond theoretical boundaries and 
dichotomies such as the modernistic and post modernistic paradigms. Theories were sourced 
from many academic fields without diluting the organizational change management focus. An 
important reason for this is that the main research question consisted of both modernistic and 
post modernistic elements. This question was driven by a gap that was too complex to clarify 
by a single school of thought. The recommendation here to other researchers is to stay 
faithful to the concerning main research question and not to follow theoretical taxonomies. 
The fact is that change management is based on many different adjacent fields, such as 
organizational development, management, social sciences and psychology. In my view it 
would be impossible to follow suit with a single theoretical viewpoint or research paradigm. 
This would certainly limit the exploration of new gaps and theories.   
  
5.4 Change practitioners recommendations 
(1) The participative research approach worked very well. Although a time consuming 
exercise, it is recommended that change practitioners use this research method. The real-life 
working context provide additional insights and cues that a researcher would not have in a 
formal 1/1 interview setting or by using questionnaires. The method also avoids the risk of 
social desirable answers.  
(2) It is recommended to allow time for individual sense making processes. The suggested 
two stage micro sense making model (figure 5.1) can also be applied to a practical change 
case. Change practitioners should not focus on group dynamics and interaction, during the 
initiation phase of change implementation. Instead they should engage with their workforce 
on a 1/1 basis in order to reflect on the suggested changes. This will allow some time for 
individuals to create their own sense making scheme. Individuals will test their schemes with 
peers during events, such as meetings, trainings and informal gatherings. It is recommended 
to engage with group exercises after individuals had the chance to start with their individual 
sense making activities.  
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(3) Sense making processes are not purely based on facts. Gossip, assumptions and 
subjective narratives play a vital role when dealing with change. To a certain extent change 
practitioners should allow these processes to happen. Front line employees, are much further 
away from the change initiators and the management of the concerning company. They relate 
to the changes based on their own working environment. They create their own individual 
logic based on assumptions. The management and/or the change initiators should therefore 
focus on fact-based communication. The content of key messages should also highlight the 
need for change. Regular updates are necessary about the progress of the change initiative. 
Engagement is necessary by change initiators with change recipients in order to avoid 
unintended change outcomes. 
 
(4) This thesis was built around a very specific target group, which consisted of front line 
employees. The recommendation here is to segment research samples into smaller groups. 
Sub segments based on certain characteristics such as roles, hierarchy, job function, working 
background and the length of employment might give additional insights in sense making 
processes. The analysis would depend on the nature of the change process and the 
organizational context. For instance in case of a commercial change process, it would seem 
logic that commercial staff such as front line employees have other sense making processes 
compared to operational employees. The approach here is to analyse whether there are 
differences in sense making processes per segment. Segmentation is a concept that is 
thoroughly used in the field of marketing research. A practical recommendation is to keep 
experimenting with a marketing approach, as it might help to provide additional insights 
about the many groups and sub segments that are confronted with organizational change on 
a daily basis.  
  
5.5 Concluding remarks  
There is still much to learn about how front-line employees make sense of organisational 
change. The primary research showed that respondents use many different associations and 
descriptions about a wide range of change topics such as culture. This thesis was an attempt 
to showcase the richness of insights that front-line employees provide in a micro setting. It 
was also intended to be critical towards researching change in a macro setting and the usage 
of management dominated research samples. Front-line employees are much further away 
from the change initiating scene and are the ones who ultimately accept or reject the 
intended change. Hopefully other academics and change practitioners follow the appeal to 
further research change in a micro setting, through the eyes of change recipients. 
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Appendix 1 - Samples Primary Research 
 
 
 
 
 
  
[Case Organisation 1*] 
 
 
[Case Organisation 2*] 
 
 
*The Total population is based on the most recent figures of the CBS, Den Haag/ Heerlen (National Dutch 
Statistics Office, publication period, 2012). It includes all contracted staff members working in private and 
public swimming pools and sport accommodations/ leisure centres. The research sample consists of front line 
employees only. The 2 general managers are excluded from the research sample.  
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Appendix 2.1 - Literature Review Journal of Organisational Change Management 
 
Volume 28 (2015)       
Issue 1       
Research Title  
Research Topic/ 
Type 
Sample: Employee/ 
Manager  Sample: Micro / Macro  
Women bus drivers and organisational change 
Manuel Sanchez de Miguel, Izarne Lizaso , Maider 
Larranaga , Juan Jose Arrospide  (pp. 117 - 133) 
Workforce diversity 
[Research paper] 
Both managers and 
employees  
Multiple functions  
[macro] 
Leadership role and employee acceptance of 
change: Implementing environmental 
sustainability strategies within Nordic insurance 
companies  
Lara Johannsdottir, Snjolfur, Olafsson, Brynhildur 
Davidsdottir, (pp 72-96) 
Leadership/ 
employee acceptance 
[Research paper/ 
case study] 
8 companies, 74 
interviewees: executives 
and specialists  
 
Multiple functions within an 
insurance organisation: 
Administration 
Business development 
Claims and prevention 
Communication 
CSR/ sustainability Finance, 
Insurance services, Human 
resources, Risk management, 
Sales and 
marketing, Executives,  
Specialists 
[macro] 
Innovation in clusters: exploration capacity, 
networking intensity and external resources 
Manuel Expósito-Langa , José-Vicente Tomás-
Miquel, F. Xavier Molina-Morales  (pp. 26 - 42) 
Innovation  
[Research paper]  
Sample consisted of 100 
companies, CEOs and 
executives were 
interviewed 
Multiple functions, innovation 
/ R&D related  
[macro] 
Eco-innovation practices 
Cristina Mele, Tiziana Russo-Spena  (pp. 4 - 25) 
Eco-Innovation  
[Research paper/ 
case research]  
5 head project manager, 
2  head marketing 
managers, and 2 Green 
ICT managers 
Several functional 
perspectives 
[macro] 
Volume 27     
 Issue 1     
 
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro  
A case study on adaptive management innovation 
in China 
Haifen Lin, Jingqin Su  (pp. 83 - 114) 
Innovation  
[Case Study 
Research] 
Top Management/ Mid 
Level Management 
Company-wide 
[macro] 
Pimary health care services: workplace spirituality 
and organisational performance.  
Isabel Faro Albuquerque, Rita Campos Cunha, Luís 
Dias Martins, Armando Brito Sá (pp. 59 - 82) 
Organisational 
Performance/ 
Organisational 
Spirituality  
[Research paper]  
Professionals: nurses, 
GP's, etc.  
Healthcare specialists  
[micro]  
The effect of change in organisational identity on 
knowledge creation by mobile R&D workers in 
M&As  
Jeonghwan Lee, Namgyoo K. Park, Hyojung Kim 
(pp. 41 - 58) 
Organisational 
Identity/ knowledge 
creation  
[Research paper]  
Not specified: 'R&D 
Workers' 
Research & Development 
[micro]  
Organisational justice: what changes, what 
remains the same? 
Maria Rita Silva, António Caetano  (pp. 23 - 40) 
Employee attitudes/ 
organisational justice 
[Research paper]  
Mix, 60% supervisor 
level, senior staff 
Not specified, company-wide 
[macro] 
MSc Thesis Managementwetenschappen - Sander Verkerk 850444392   
56 
 
An empirical investigation of the influence of 
organisational culture on individual readiness for 
change in Syrian manufacturing organisations 
Mohamed Haffar, Wafi Al-Karaghouli, Ahmad 
Ghoneim (pp. 5 - 22) 
Organisational 
Culture and TQM / 
Individual readiness 
for change 
[Research paper]  
Managers, middle 
managers 
Companywide 
[macro] 
Volume 27       
Issue 2       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Building institutional capacity: more accountability 
than autonomy?  
Sefika Mertkan, Ciaran Sugrue (pp. 331 - 343) 
Organisational 
improvement  
[Research paper]  
School leaders, middle 
managers  
School staff 
[macro] 
Institutional theory and change: the 
deinstitutionalisation of sports science at Club X 
Sarah Gilmore, John Sillince  (pp. 314 - 330) 
Institutional theory 
[Research paper/ 
Case Study] Not clearly specified 'staff' 
Company-wide 
[macro] 
Strategic flexibility and SME performance in an 
emerging economy: A contingency perspective 
Hai Guo, Zhi Cao (pp. 273 - 298) 
Strategic Flexibility 
[Research paper]  
Top Management / Key 
head of departments 
Company-wide 
[macro] 
Revisiting organisational age, inertia, and 
adaptability: Developing and testing a multi-stage 
model in the nonprofit sector 
Chung-An Chen (pp. 251 - 272) 
Organisational Inertia 
[Research paper]  
Variety of managers at 
different levels within the 
organisation 
Not specified, Company- wide 
[macro] 
The incidence and diffusion of teamwork in 
manufacturing – evidences from a Pan-European 
survey 
Andrea Bikfalvi, Angela Jäger, Gunter Lay   
(pp. 206 - 231) 
Implementation 
Diffusion  
[Research paper]  
Production Managers, 
CEOs  
Production, operational 
[macro] 
Group leaders and teamwork in the over-lean 
production system 
Nobuyuki Inamizu, Mitsuhiro Fukuzawa, Takahiro 
Fujimoto, Junjiro Shintaku, Nobutaka Suzuki (pp. 
188 - 205) 
Teamwork/ Lean  
[Research paper 
focused specifically at 
behaviour ] 
Diverse sample of 
different organisational 
levels, however the main 
focus was on managerial 
roles, i.e. Group Leaders 
Operational management 
[macro] 
The silent practice: sustainable self-managing 
teams in a Norwegian context  
Monica Rolfsen, Tobias Strand Johansen  
(pp. 175-187) 
Teamwork/ 
institutional theory 
[Research paper/ 
Case Study]  
Managers, Engineers, 
Team leaders, Shop 
Stewards, Workers 
Operational functions 
[macro] 
Volume 27     
 Issue 3     
 
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Principals with and without performance measures 
means no change? 
Erik Lindberg (pp. 520 – 531) 
Organisational 
Performance 
[Research paper]  
Principals, head of 
schools   
School staff 
[macro] 
Principal preparation in Kenya, South Africa, and 
Canada 
Charles F. Webber, Kobus Mentz, Shelleyann 
Scott, Janet Mola Okoko, Donald Scott   
(pp. 499 - 519) 
Institutional Analysis 
[Research paper]  
Principals, head of 
schools   
School staff 
[macro] 
Why the leadership of change is especially difficult 
for Chinese principals: A macro-institutional 
explanation 
Shuangye Chen, Zheng Ke (pp. 486 - 498) 
Cross cultural 
leadership  
[Research paper]  
Principals, head of 
schools   
School staff 
[macro] 
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Managing change after the merger: the value of 
pre-merger in group identities 
Jay Joseph (pp. 430 - 448) 
Post-integration 
merger  
[Research paper]  
Random sample included 
all levels 
Generic  
[macro] 
Control mechanisms and perceived organisational 
support: Exploring the relationship between new 
and traditional forms of control 
Tiago Costa, Henrique Duarte, Ofelia A. Palermo 
(pp. 407 - 429) 
Control mechanisms 
[Research paper]  
Convenience sample, 
variety of participants 
All company functions 
[macro] 
The socio-materiality of designing organisational 
change 
Marianne Stang Våland, Susse Georg   
(pp. 391 - 406) 
Organisational 
Design/ attitudes 
[Research paper]  
Diverse sample, including 
top management, mid 
managers and staff 
All company functions 
[macro] 
Volume 27     
 Issue 5     
 
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Stories affording new pathways: bridging the 
divide between aged and disability care 
Patrick Dawson, Christopher Sykes, Peter McLean, 
Michael Zanko, Heather Marciano   
(pp. 819 - 838) 
Early stages of 
change  
[Research paper]  
Staff functions and 
managers, however 
management dominating 
the composition of the 
sample and the research  
care and recreational 
functions  
[macro] 
Discourse phronesis in organisational change: a 
narrative analysis 
Noora Jansson (pp. 769 - 779) 
Discourse/ narrative 
[Research paper]  
CEO´s, chief medial 
officers, administrative 
chief nurses  
medical and administrative 
staff  
[macro] 
Volume 27     
 
Issue 4     
 
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Dealing with the “Grumpy Boomers”: re-engaging 
the disengaged and retaining talent 
Linda Duxbury, Michael Halinski (pp. 660 - 676) 
Organisational 
Commitment  
[Research paper]  
Diverse sample, 
consisting of employees 
aged 50+ 
All company functions 
[macro] 
 
Towards a moderated mediation model of 
innovative work behaviour enhancement 
Jol M. Stoffers, Beatrice I.J.M. Van der Heijden,  
Guy L.A. Notelaers (pp. 642 - 659) 
Innovation behaviour 
[Research paper]  
Sample of pairs of 
employees and their 
supervisors, 50% 
employees, 50% 
supervisors 
Company-wide 
[macro] 
Work design for different generational cohorts: 
Determining common and idiosyncratic job 
characteristics 
Tomislav Hernaus, Nina Pološki Vokic  
(pp. 615 - 641) 
Work design 
[Research paper]  
Mixed sample, 39 % 
manager, 61% employees 
Company-wide, knowledge 
functions 
[macro] 
The well-being of women at work: the importance 
of resources across the life course 
Roxane L. Gervais, Prudence Millear  
(pp. 598 - 612) 
Mental health 
[Research paper]  
Diverse sample, 
consisting of women, in 
business services 
functions 
Not precisely specified, 
business services orientation 
[macro]  
Sufficient challenges and a weekend ahead – 
Generation Y describing motivation at work 
Susanna Kultalahti, Riitta Liisa Viitala   
(pp. 569 - 582) 
Motivation  
[Research paper]  
Not specified, Diverse 
sample  [macro] 
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Volume 27     
 Issue 6     
 
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Academic leadership development programs: a 
model for sustained institutional change 
Ortrun Zuber-Skerritt, Ina Louw (pp. 1008 - 1024) 
Transformational 
Leadership  
[Research paper]  
Senior academics 
undergoing a leadership 
development program, 
sample selected by deans 
Educational institute, 
academic setting 
[macro] 
When infrastructure transition and work practice 
redesign collide 
Danielle A. Tucker, Jane Hendy, James Barlow  
(pp. 955 - 972) 
Transformation  
[Research paper]  
sample consist of 
predominantly 
management functions, 
32% senior management, 
48% middle management 
and 20% frontline staff 
Medical staff  
[macro] 
Leaders’ commitment to change and their 
effectiveness in change – a multilevel investigation 
Carolin Abrell-Vogel, Jens Rowold  (pp. 900 - 921) 
Engagement/ 
Leadership  
[Research paper]  
Both team leaders and 
team members were able 
to influence the topics 
(relevant change 
initiatives) in the 
research. Research 
conclusions are drawn 
based on the team 
leaders perspective 
Several companies in 
different sectors, functional 
perspective not clear in the 
research 
[macro] 
Servant leadership and engagement in a merge 
process under high uncertainty 
Milton Jorge Correia de Sousa, Dirk van 
Dierendonck (pp. 877 - 899) 
Leadership  
[Research paper]  
Sample, consisted of the 
entire population of the 
organisation. Mixed 
sample, both 
management and 
employees 
All organisational functions 
[macro]  
Transformational leadership and post-acquisition 
performance in transitional economies 
Verica M. Babić, Slađjana D. Savović, Violeta M. 
Domanović  (pp. 856 - 876) 
Transformational 
Leadership  
[Research paper]  
Total sample is 208: 117 
employees, 91 managers  
Organisation-wide, not 
specified from a functional 
perspective  
[macro] 
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Volume 26       
Issue 1       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
High performance work systems in corporate 
turnaround: a German case study 
Dimitrios M. Mihail, Myra Mac Links, Sofoklis 
Sarvanidis (pp. 190 - 216) 
Corporate Culture  
[Research paper / 
case study] 
2 interviews. One from a 
management/ employer's 
perspective and the other 
one representing the 
employee workforce 
Organisation-wide, all 
functions  
[macro] 
Insider action research: premises and promises 
Madhu Ranjan Kumar (pp. 169 - 189) 
Large scale change 
[Research Paper] 
Key in this sample is the 
collection of data via 
action researchers, which 
was carried by 7 
managers, from low to 
top level. Management 
therefore plays a 
dominant role in the 
sample 
Manufacturing units, several 
functions, including 
warehousing, workshop, 
maintenance unit 
[macro] 
Underneath organisational health and knowledge 
sharing 
Luu Trong Tuan (pp. 139 - 168) 
Knowledge sharing/ 
organisational health 
[Research Paper] 
635, Middle level 
managers  
Several functions, 
accounting, HR, Operations, 
Logistics, Marketing and 
Sales 
[macro] 
The impact of change management on the 
attitudes of Turkish security managers towards 
change: A case study 
Sefer Yilmaz, Huseyin Ozgen, Recai Akyel  
(pp. 117 - 138) 
Change attitudes/ 
reorganisation 
[Research paper / 
case study] 
204 managers, including: 
Governors, Chiefs of 
Police, Commanders of 
Gendarmerie, and 
Managers of the National 
Intelligence Organisation 
Security oriented functions: 
local government, police, 
gendarmerie and the national 
security organisation 
[macro]  
A case study of district leadership using knowledge 
management for educational change 
Lynne Hannay, Sonia Ben Jaafar, Lorna Earl  
(pp. 64 - 82) 
Knowledge 
management 
[Research paper / 
case study] 
6 supervisory officers, 
including a director, 
executive superintendent 
and school 
superintendents 
Organisation-wide 
[macro] 
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Volume 26       
Issue 2       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Change and stability interaction processes in 
SMEs: a comparative case study 
Jorge Humberto Mejia‐Morelos, François Grima, 
Georges Trepo (pp. 370 - 422) 
Change stability / 
ISO 9000 
[Research paper] 
CEO's, Top management 
team, employees involved 
with ISO implementation 
and consultants, however 
more interviews were 
held at CEO level.  
Organisation-wide, functions 
working on the 
implementation of ISO-
certification  
[macro] 
Organisational change and development of 
reformed Chinese township and village enterprises 
Weifeng Chen, Adrian Woods, Satwinder Singh 
(pp. 353 - 369) 
Culture  
[Research paper] 
5 HQ / General 
managers, and 5 
subsidiary managers 
Public sector, township and 
village enterprises 
[macro] 
Exploring feelings about technology integration in 
higher education: Individuation and congruence 
Angelica Risquez, Sarah Moore (pp. 326 - 339) 
Individuation/ 
congruence 
[Research paper] 
146, teaching 
professionals, not focused 
on managers 
Several functions, including 
administration, 
teaching/tutor staff and 
library services 
[macro] 
Organisational context and firm‐level 
entrepreneurship: a multiple‐case analysis 
Deniz Kantur, Arzu İşeri‐Say (pp. 305 - 325) 
Corporate 
entrepreneurship/ 
culture  
[Research paper, 
case study]  
Sample consisted of 35 
managers: General 
manager and Head of HR 
department, CEO and 
general manager, Heads 
of strategy and business 
development departments 
Several organisational 
functions 
[macro] 
 
Human resource integration in subsidiary mergers 
and acquisitions: Evidence from Poland 
Anna A. Łupina‐Wegener (pp. 286 - 304) 
HR M&A Acquisitions 
& Mergers  
[Research paper] 
Local managers in charge 
of HR and 
communications involved 
in M&As, interviewee 
selection criteria were: 
experience in HRM, M&As 
and a hierarchical position 
(top/middle 
management) 
HRM, M&A and 
communications 
[macro] 
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Volume 26       
Issue 4       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Managers as change agents: Implications for 
human resource managers engaging with culture 
change 
Llandis Barratt‐Pugh, Susanne Bahn, Elsie Gakere 
(pp. 748 - 764) 
Culture  
[Research paper] 
Management and 
employees 
HR function in the public 
sector 
[micro] 
Trust in change managers: the role of affect 
Roy K. Smollan (pp. 725 - 747) 
Trust/ Behaviour/ 
Culture 
[Research paper]  
24 managers from 
different hierarchical and 
functional areas 
Several functions 
[macro] 
One man company or managed succession: The 
transfer of the family dream in southern‐Italian 
firms 
Manlio Del Giudice, Maria Rosaria Della Peruta, 
Vincenzo Maggioni (pp. 703 - 719) 
Family succession 
and change 
[Research paper]  
500, non-family and family 
CEO's 
Diverse functional 
perspective  
[macro] 
 
  
Volume 26       
Issue 3       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Practices of management knowing in university 
research management 
Paul H.J. Hendriks, Célio A.A. Sousa  
(pp. 611 - 628) 
Knowledge 
management 
[Research paper]  
29 research managers, 
programme managers 
 
Universities, in the field of 
business administration or 
management studies 
[macro] 
Transformational leadership and innovation in an 
R&D organisation experiencing major change 
Neil Paulsen, Victor J. Callan, Oluremi Ayoko, 
Diana Saunders (pp. 595 - 610) 
Transformational 
leadership/ 
innovation  
[Research paper]  
 34 Research teams. 178 
respondents including 3 
executive staff members 
and employees working 
at different levels within 
the organisation 
R&D departments  
[micro] 
Contradiction as a medium and outcome of 
organisational change: a Foucauldian reading 
Aurelie Leclercq‐Vandelannoitte (pp. 556 - 572) 
Change paradox 
[Research paper]  
Mixed sample including 
the CEO, the CIO, the 
project head, the 
commercial director, and 
the technical sales 
representatives 
Several functions  
[macro] 
Rebuilding reliability: strategy and coaching in a 
high hazard industry 
Evan H. Offstein, Raymond Kniphuisen, D. Robin 
Bichy, J. Stephen Childers Jr (pp. 529 - 555) 
Strategic planning/ 
organisational 
reliability/ culture 
[Research paper]  
Mixed sample: 
Independent contributors, 
supervisory staff, 
managers, however focal 
point of paper is 
executive coaching/ 
leadership 
Several functions 
[macro]  
Environmental dynamism and entrepreneurial 
orientation: The moderating role of firm's 
capabilities 
María José Ruiz‐Ortega, Gloria Parra‐Requena, Job 
Rodrigo‐Alarcón, Pedro M. García‐Villaverde  
(pp. 475 - 493) [Research paper]  
1847 companies, 253 
valid responses of CEO's  
ICT companies in Spain, 
several functions 
[macro] 
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Volume 26       
Issue 5       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
How top management team diversity fosters 
organisational ambidexterity: The role of social 
capital among top executives 
Ci‐Rong Li (pp. 874 - 896) 
Team diversity 
[Research paper] 
113, CEOs, top 
management team 
members 
Manufacturing companies, 
diverse functional 
perspective 
[macro] 
Impact of group dynamics on eservice 
implementation: A qualitative analysis of 
Australian public sector organisational change  
(pp. 853 – 873) 
E-service/ group 
dynamics  
[Research paper] 
23 key managers: CEO's, 
team leaders, managers, 
officers 
Finance, HR, IT, Customer 
service, business analysis, 
etc.  
[macro] 
Computerized class management software: 
teachers' views and assessment 
Nirit Raichel (pp. 830 - 852) 
Technological change 
[Research paper] 
120, only teachers 
Educational function 
[micro] 
Policing opportunities and threats in Europe 
Arjan van den Born, Arjen van Witteloostuijn, 
Melody Barlage, Saraï Sapulete, Ad van den Oord, 
Sofie Rogiest, Nathalie Vallet, Zdenko Reguli, 
Michal Vit, Christian Mouhanna, Damien Cassa, 
Henriette Binder, Vivian Blumenthal, Jochen 
Christe‐Zeyse, Stefanie Giljohann, Mario 
Gruschinske, Hartwig Pautz, Susanne Stein‐Müller, 
Fabio Bisogni, Pietro Costanzo, Trpe Stojanovski, 
Stojanka Mirceva, Katerina Krstevska, Rade 
Rajkovcevski, Mila Stamenova, Saskia Bayerl, 
Kate Horton, Gabriele Jacobs, Theo Jochoms, Gert 
Vogel, Daniela Andrei, Adriana Baban, Sofia 
Chirica, Catalina Otoiu, Lucia Ratiu, Claudia Rus, 
Mihai Varga, Gabriel Vonas, Victoria Alsina, Mila 
Gascó, Kerry Allen, Kamal Birdi, Kathryn 
Betteridge, Rebecca Casey, Leslie Graham, László 
Pólos (pp. 811 - 829) 
Opportunities & 
Threats / PESTL-
analysis  
[Research paper] 
441 interviews, at 17 
different police forces in 
Europe. Interviews were 
held with both higher and 
lower level police officers 
Several functions, police 
forces 
[macro] 
 
 
The role of macro context for the link between 
technological and organisational change 
P. Saskia Bayerl, Gabriele Jacobs, Sebastian 
Denef, Roelof J. van den Berg, Nico Kaptein, 
Kamal Birdi, Fabio Bisogni, Damien Cassan, Pietro 
Costanzo, Mila Gascó, Kate Horton, Theo Jochoms, 
Stojanka Mirceva, Katerina Krstevska, Ad van den 
Oord, Catalina Otoiu, Rade Rajkovchevski, Zdenko 
Reguli, Sofie Rogiest, Trpe Stojanovski, Michal Vit, 
Gabriel Vonas (pp. 793 - 810) 
Technological change 
[Research paper] 
56 interviews with police 
officers 
Multiple functions 
[macro] 
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Volume 26       
Issue 6       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Factors affecting institutional change: a study of 
the adoption of Local Agenda 21 in Spain 
Rocio Llamas-Sanchez, Victor Garcia-Morales ,  
Inmaculada Martin-Tapia (pp. 1045 - 1070) 
Institutional change 
[Research paper] 
694 representatives of 
local councils in Spain. 
Their role is: head of 
change implementation  
Multiple functions 
[macro] 
Change and learning strategies in large scale 
change programs: Describing the variation of 
strategies used in a health promotion program 
Large scale change/ 
organisational 
learning 
[Research paper] 
Members of strategic or 
operational program 
management teams 
Several functions, within 
healthcare  
[macro] 
Overcoming organisational inertia to strengthen 
business model innovation: An open innovation 
perspective 
Hao-Chen Huang, Mei-Chi Lai, Lee-Hsuan Lin,  
Chien-Tsai Chen (pp. 977 - 1002) 
Business model 
innovation 
[Research paper] 141, CEOs and production 
managers 
Several functions, within a 
sample of hardware 
computer firms 
[macro]  
Religious discourse and organisational change: 
Legitimizing the stakeholder perspective at a 
Saudi conglomerate 
Yusuf Sidani, Sammy Showail (pp. 931 - 947) 
Sense making/ 
culture 
[Research paper] 
Diverse sample: meetings 
and interviews with Vice-
presidents, middle-
managers, managers and 
employees 
Several functions   
[macro] 
 
 
Volume 25       
Issue 1       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Analogical foundation of the scope of 
organisational change 
Fernando Fuentes‐Henríquez, Patricio Del Sol  
(pp. 163 - 185) 
Strategy renewal/ 
formulation 
[Research paper] 70 CEOs  
Diverse Functional 
perspective  
[macro] 
On sedimentation in management fashion: an 
institutional perspective 
Stefan Heusinkveld, Jos Benders (pp. 121 - 142) 
Management fashion 
[Research paper] 
Diverse sample: director 
and line management, 
staff management (76%), 
internal consultants 
(24%), management 
functions dominate the 
sample, interviews were 
focused on the 
management perspective  
Multiple functional 
perspective 
[macro] 
Love Me Tender: new entry in popular music 
Joeri Mol, Ming Ming Chiu, Nachoem Wijnberg 
(pp. 88 - 120) 
New market entry 
[Research paper] 
215, founders, owners, 
CEOs  
General Management 
perspective, in the music 
industry  
[macro] 
On the role of emotional arousal in sense giving 
Timo Vuori, Jouni Virtaharju (pp. 48 - 66) 
Sense making/ Sense 
giving  
[Research paper] 
Sample consisted of 64  
organisational members 
participating in the 
survey, and 15 members 
participating in the 
interviews. Sample was 
diverse, both 
management and 
employees were included 
Different functions were 
integrated in the sample 
[macro] 
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Spiritual episteme: sense making in the 
framework of organisational spirituality 
Michal Izak (pp. 24 - 47) 
Organisational 
spirituality/ sense 
making 
[Research paper] 
Coaches, CEOs, senior 
managers, employees 
Different functions 
[macro] 
 
Volume 25       
Issue 2       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
From “less landfilling” to “wasting less”: Societ al. 
narratives, socio‐materiality, and organisations 
Hervé Corvellec, Johan Hultman (pp. 297 - 314) 
Sustainability 
[Research paper/ 
case study] 
8 managers working in 
the Swedish waste 
management industry 
Multiple functional 
perspective 
[macro] 
Complexity and change management: analyzing 
church leaders' narratives 
Peter Simpson (pp. 283 - 296) 
Narratives  
[Research paper] 6 church leaders  
Multiple functional 
perspective 
[macro] 
The rhetoric of synergy in a global corporation: 
Visual and oral narratives of mimesis and 
similarity 
Hugo Gaggiotti (pp. 265 - 282) 
Organisational 
Synergy  
[Research paper] 
52 interviews with 
expatriates working at 
different hierarchical 
levels 
Multiple functional 
perspective 
[macro] 
 
 
 
Volume 25       
Issue 3       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
 
Offshore outsourcing of IT services as new service 
development: The role of change and its 
management 
Amber Gul Rashid (pp. 445 - 461) 
Outsourcing 
[Research paper] IT staff and management 
IT & general management 
perspective 
[macro] 
 
Dynamic capability, knowledge, learning, and firm 
performance 
Shih‐Yi Chien, Ching‐Han Tsai (pp. 434 - 444) 
Learning mechanisms 
and organisational 
performance 
[Research paper] 
132 store managers 
working for a fast food 
restaurant chain 
Multiple functions/ general 
management perspective 
[macro] 
Failed culture change aimed at more service 
provision: a test of three agentic factors 
Petra Yolanda Jorritsma, Celeste Wilderom  
(pp. 364 - 391) 
Culture change 
[Research paper]  
Diverse sample: BU 
managers (5)  
Integration manager (1)  
BU division director (1)  
HR manager (1)  
Front-line employees (28)  
BU managers (5)  
Integration manager (1)  
Division director (1) 
  
Service units of a Dutch 
manufacturing organisation 
[micro] 
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Volume 25       
Issue 4       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Challenges to the implementation of fiscal 
sustainability measures 
Michel L. Ehrenhard, Dennis R. Muntslag, Celeste 
P.M. Wilderom (pp. 612 - 629) 
Public sector change 
and implementation 
[Research paper] 
Sample consisted of 
change agents, financial 
professionals. Research is 
focused on the behaviour 
of public managers. The 
idea of the research is not 
to rely on manager's 
assumptions only. 
However the sample of 
change agents is not 
categorised as manager/ 
non-manager  
Government, ministries, 
multiple functional 
perspective 
[macro] 
Leading complex change with post‐conventional 
consciousness 
Barrett C. Brown (pp. 560 - 575) 
Leadership 
management 
[Research paper] 
32 leaders and change 
agents, holding senior 
and mid-level positions  
Private,  public and civil 
society organisations, multi-
functional perspective 
[macro] 
Change agent sensemaking for sustainability in a 
multinational subsidiary 
Angela van der Heijden, Jacqueline M. Cramer, 
Peter P.J. Driessen (pp. 535 - 559) 
Sense making- 
sustainability 
[Research paper] 
The sample description 
consists of 'stakeholders 
and participants' not 
clearly indicating 
hierarchical position. 
However the case study 
analysis focuses on the 
managers point of view. 
The main change agent is 
the CEO.  
Quality assurance, 
marketing, process and 
materials 
[micro]  
Corporate environmentalism and top management 
identity negotiation 
Hélène Cherrier, Sally V. Russell, Kelly Fielding 
(pp. 518 - 534) 
Sustainability- 
identity 
[Research paper] 
15 in total: 4 members of 
the board of directors, 
including the chairman of 
the board and deputy 
chairman of the board. 
Eleven executive directors 
including the chief 
executive officer and 
directors of:  
nursing, hospital 
business, facilities and 
infrastructure, human 
resources, marketing, 
finance, and information 
technology. 
Hospital setting, multi-
functional perspective 
[macro] 
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The driving forces of sustainability 
Anne M. Stoughton, James Ludema  
(pp. 501 - 517) 
Sustainability and 
culture 
[Research paper] 
Sample not specified 
based on hierarchical 
level, the following 
participants were 
selected: employee 
associated with 
sustainability. It can 
therefore not be 
determined from the 
sample explanation if 
managers were included. 
However the discussion of 
the research took place 
from middle and senior 
management/ leader 
perspective 
Multiple functions  
[macro] 
 
 
 
 
 
 
 
 
  
Volume 25       
Issue 5       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
SERCREA+ model: a business tool for change 
management in Mexican organisations 
Edgar Muñiz Avila, Miguel‐Ángel Galindo, María 
Teresa Mendez (pp. 736 - 747) 
Information 
modelling  
[Research paper]  
36 entrepreneurs/ 
business men  
(considered as managers 
in this study, because 
they own the business) 
General perspective 
[macro] 
Change management for Colombian entrepreneurs 
in displacement situation 
Jorge Alberto Gámez Gutiérrez, José Manuel Saiz 
Álvarez (pp. 709 - 720) 
Displacement- 
learning organisation 
[Research paper]  
92 entrepreneurs  
(considered as managers 
in this study, because 
they own the business) 
General perspective 
[macro] 
An entrepreneur's social capital and performance: 
The role of access to information in the 
Argentinean case 
Mariel Fornoni, Iván Arribas, José E. Vila  
(pp. 682 - 698) 
Knowledge 
management  
[Research paper]  
282 entrepreneurs, 
(considered as managers 
in this study, because 
they own the business) 
General perspective 
[macro] 
Industrial clusters in Mexico and Spain: Comparing 
inter‐organisational structures within context of 
change 
Adriana Martínez, José A. Belso‐Martínez, 
Francisco Más‐Verdú (pp. 657 - 681) 
Knowledge 
management- 
resource based view  
[Research paper]  
15 managers/ 
entrepreneurs(considered 
as managers in this 
study, because they own 
the business) 
Multiple functions 
[macro] 
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Volume 25       
Issue 6       
Research Title  Research Type 
Sample: Employee/ 
Manager Sample: Micro / Macro 
Resistance in HROs, setback or resource? 
Daniele Binci, Corrado Cerruti, Stefano Antonio 
Donnarumma (pp. 867 - 882) 
Resistance to 
change/ Team group 
dynamics 
[Research paper] 
9 in total: 4 operational 
team members and 5 
middle managers: (the 
project leader, one zone-
manager, one planning 
manager, one safety 
manager and one 
coordinator maintenance 
manager) 
Multiple functional areas 
[macro]  
Non‐human resistance in changes towards lean 
Jostein Langstrand, Mattias Elg (pp. 853 - 866) 
Lean/ resistance 
[Research paper/ 
case study]  
Total sample: 30. 
Respondents were 
selected across the entire 
organisation from top to 
bottom in the hierarchy. 
General perspective 
[macro] 
Utilizing identity‐based resistance for diversity 
change: a narrative approach 
Jasmin Mahadevan (pp. 819 - 834) 
Change resistance/ 
narratives  
[Research paper] 
11 department 
managers, research 
managers, 10 employees  
All departments  
[macro] 
Professional discourses and resistance to change 
Jos H. Pieterse, Marjolein C.J. Caniëls, Thijs 
Homan (pp. 798 - 818) 
Discourse / 
resistance to change 
[Research paper/ 
case study]  
27, employees of the 
technical department and 
employees and managers 
from different 
professional groups  
Multiple departments, 
Technical department, ICT 
oriented intervention at a 
low-cost airline 
[micro] 
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Appendix 2.2 Literature Review, Culture Articles 
 
 
 
Title  Publication  
Year 
Authors Research Topic Sample 1 Sample 2 
Organisational Culture 
Evolution: an imprinting 
perspective  
2014, 
vol. 27,  
issue 6,  
pp. 973-994  
Yin, S., Lu, F., 
Yang, Y., Jing, 
R.  
[Culture Change] 
Institutionalising/ 
imprinting 
culture   
Managers 
and 
Employees  
Macro  
An empirical 
investigation of the 
influence of 
organisational culture on 
individual readiness for 
change in Syrian 
manufacturing 
organisations 
2014,  
vol.27, 
issue 1, 
pp. 5-22 
 
Haffar, M., Al-
Karaghouli, 
W., Ghoneim, 
A. 
[Culture Change] 
Individual 
Readiness 
Managers Macro 
Religious discourse and 
organisational change: 
Legitimizing the 
stakeholder perspective 
at a Saudi conglomerate 
2013 
vol. 26, 
issue 6, 
pp. 931-947 
Sidani,Y.,  
Sammy 
Showail, S. 
[Culture Change] 
National and 
local company 
culture  
Managers 
and 
Employees 
Macro 
Managers as change 
agents: Implications for 
human resource 
managers engaging with 
culture change 
 
2013,  
vol. 26, 
issue 4, 
pp. 748-764 
Barratt‐Pugh, 
L., Bahn, S., 
Gakere, E.   
[Culture Change] 
Building a new 
flexible culture/ 
organisational 
merger public 
sector  
Management 
and 
employees 
Micro 
Trust in change 
managers: the role of 
affect 
2013,  
vol. 26,  
issue 4, 
pp. 725-747 
Smollan, R.K. [Culture Change] 
Transparency 
culture  
Management 
and 
Employees 
Macro 
Rebuilding reliability: 
strategy and coaching in 
a high hazard industry 
 
2013,  
vol. 26, 
issue 3, 
pp. 529-555 
Offstein, E.H., 
Kniphuisen, 
R.D., Bichy, 
D.R., Childers 
J.S. 
[Culture Change] 
Needs analysis 
culture 
intervention 
Management 
and 
Employees 
Macro 
Organisational change 
and development of 
reformed Chinese 
township and village 
enterprises 
2013, 
vol. 26,  
issue 2, 
pp. 353-369 
Chen, W., 
Woods, A., 
Singh, S. 
[Culture Change] 
Corporate culture  
Managers Macro 
Organisational context 
and firm‐level 
entrepreneurship: a 
multiple‐case analysis 
2013, 
vol. 26, 
issue 2, 
pp. 305-325 
Kantur, D., 
İşeri‐Say, A. 
[Culture Change] 
Firm-level 
entrepreneurship 
Managers Macro 
The driving forces of 
sustainability 
2012 
vol. 25, 
issue 4, 
pp. 501-517 
Stoughton, 
A.M., Ludema, 
J. 
[Culture Change] 
Sustainability 
impact on culture 
Managers Macro 
Failed culture change 
aimed at more service 
provision: a test of three 
agentic factors 
Petra Yolanda Jorritsma, 
Celeste Wilderom 
2012 
vol. 25, 
issue 3, 
pp. 364-391 
Jorritsma, 
P.Y., 
Wilderom, C. 
[Culture Change] 
Service Quality/ 
Employee 
perspective 
Employees: 
65% 
Managers: 
35%  
 
Micro 
 
Sample 1: The specification of the participants of the research sample: employees or managers or mixed 
(employees and managers). 
 
Sample 2: Focus of the research ‘macro’ or ‘micro’.  
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Appendix 3.1 Micro Variables Summary  
 
 
 
 
 
              (Summary micro variables literature) 
 
 
Appendix 3.2 Macro / Micro Variables Model  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 1. Macro and micro change variable. Reprinted from “Whither Middle Management? 
Empowering interface and the failure of organisational change” by J.D. Raelin, C.G., Cataldo, 2011, 
Journal of Change Management, Vol. 11, p. 490. Copyright 2011 by Routledge Informa Ltd.   
MACRO VARIABLES 
 Mission: The articulated overall purpose of the organisation, typically formalized through a 
mission statement. 
 Strategy: The concrete means by which to implement the mission, articulating specific goals 
and how to achieve them in the future.  
 Structure: The overarching configuration of the organisation (i.e. its hierarchy, span of 
control), which can be tacit or explicit.  
 Protocols: The specific policies created to support the overall organisational structure (i.e. 
human resource development, mentoring, weekly meetings).  
 Climate: The feel of the organisation, encompassing interpersonal communication, 
organisational layout, and treatment of external individuals.  
 Culture: The largely implicit result of amalgamating the organisation’s mission, strategy, 
structure, protocol, and climate which yields an overall employee mind-set.  
MICRO VARIABLES  
 Needs: Imbalances in an individual’s physiology or psychology that encourage action 
designed to satisfy them.  
 Motivation: The desires and wants that convince an individual to commit sustained time and 
effort towards completing a task or goal. 
 Tasks: Specific units of work assigned to a particular employee.  
 Skills: Abilities that individuals possess through experience or training allowing them to 
succeed at performing assigned tasks.  
 Practices: Certain sets of actions that function together to achieve a particular task, often 
becoming heavily routinized within an individual.  
 Values: Personalized convictions and beliefs about whether certain actions are appropriate 
and ethical.  
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                             Rank-and-File                          Middle Managers                            Executives  
Structure I don’t even know what this 
change is about let alone what is 
out there to help me. I don’t 
think anything is really in place  
Where is the support structure for 
us? We are pretty much on our own 
to fend for ourselves and address all 
these concerns.  
We have plenty of structures in 
place to help this change, such as 
mentoring. Employees just need 
to take advantage of them.  
Culture  We need a change culture and it 
just doesn’t exist. Right now 
people are not encouraged to 
develop. We don’t even have 
communication.  
I guess I can understand why people 
are really ambivalent, there isn’t 
much of a culture to support any real 
change here.  
A change in mentality has to 
occur. As a firm we are getting 
used to change, it’s about how 
much can you handle and how 
frequent it is.  
Mission The company says the right 
things about what is happening, 
but I don’t know if they are 
actually going to do what they 
say. 
I guess the mission is to change 
things, but there is no clarity about 
what that really means and how we 
are supposed to do this.  
Our mission is explicit, it 
surprises me that employees are 
still here that don’t know it. 
Sometimes I wonder what 
managers are doing.  
Strategy  We need to be involved, there 
needs to be more discussions 
about what is going to happen. 
What about our input? 
At times I wonder if there really is a 
strategy about how to move things 
forward. There wasn’t a point when it 
was all clear what was happening.  
We have very specific goals that 
have been articulated, but we like 
to give freedom about how to 
reach those goals to employees.  
Climate  There is no community here. We 
have no community events and 
no reason to work together 
beyond getting paid.  
There appears to be a disconnect, 
but that is typical of UFS, there is not 
much communication and many of us 
don’t really get along.  
Among the employees there is a 
strong climate and they are 
supportive, but managers remain 
nervous and uncertain.  
Protocols  You have to have a goal and a 
sense of how to measure it. We 
don’t know if we’re being 
evaluated. Where’s the checks 
and balances? 
We need to know how to handle this 
change. Where are the benchmarks 
to move us forward? How do we 
know what to do?  
Processes aren’t being clearly 
articulated, perhaps managers 
are just feeling too overworked 
and overstressed to do this 
effectively.  
Needs I need to develop my career and 
ensure that I still have a job, that 
is really what I need. As long as 
that is taken care of then I am 
fine.  
We need more people who are 
committed to making this work and 
thinking about what will help all of us 
rather than just themselves. 
Employees are hungry to develop 
and it’s at the top of their minds. 
As long as we address these 
needs they’ll be happy, but 
managers are less clear.  
Skills I don’t even feel comfortable 
using the skills that I have in the 
changed environment. I am not 
sure if they are even relevant.  
We need management training to get 
people in the mind-set that can 
facilitate development. We managers 
need time.  
Employees need to have practical 
tools they can use. We are 
providing opportunities for this, 
but a lot of growing must happen.  
Motivation My new job responsibilities don’t 
look like they will match the 
interests that I have. Why should 
I give up what I want to help 
UFS? 
Why aren’t we encouraged to change 
things? Where are the incentives to 
make these changes and fight these 
battles?  
Managers are not always 
proactive about getting involved 
and we are working out how to 
deal with that.  
Practices  I feel like I am being told my old 
routines won’t work anymore, but 
I don’t know how to develop new 
ones.  
We are being told we need to be 
more supportive during the change, 
but how do we actually do that?  
We need to grow formal 
programs, create assessments on 
leveraging strengths/ dealing 
with weaknesses. This just needs 
to be more explicit.  
Tasks I need more days like I had today 
where it is clear what I am doing 
and can keep myself busy moving 
things forward.  
I still don’t even know what it is that 
I am meant to be doing to help UFS. 
Other than broad language, what am 
I actually supposed to do? 
For day-to-day operations we like 
to provide guidelines, but allow 
employees to figure out what 
works best, they know better 
than us.  
Values  I don’t know …..this may just be 
a flavour of the month type thing, 
why should I really alter myself 
for it ….we have seen this before.  
It is important to me to see UFS 
succeed and to be part of it, but I 
don’t know if what we are doing is 
going to have any impact.  
I think UFS has been very good 
to all of us that work here, and 
employees just need to be willing 
to give back right now.  
 
Figure 2. Macro and micro change variable at UFS. Reprinted from “Whither Middle Management? 
Empowering interface and the failure of organisational change” by J.D. Raelin, C.G., Cataldo, 2011, 
Journal of Change Management, Vol. 11, p. 491. Copyright 2011 by Routledge Informa Ltd.   
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Appendix 3.3 Micro / Macro Variables Divides  
 
 
 
 
 
Table 1. Management Subdomain Depictions of Micro and Macro and Corresponding Divides. 
Reprinted from “The Myth of “the” Micro–Macro Divide: Bridging System-Level and Disciplinary 
Divides” by , J.C Molloy., R.E Ployhart and P.M. Wright, 2011, Journal of Management, Vol. 37 No. 
2, p. 585. Copyright 2011 by Sage Publications.   
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Appendix 4 - Adjusted Integrated Model of Sense making    
[Change Implementation]  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
[Sense Making Process]  
 
 
 
Figure 1. Integrated Model of Sense Making. Adapted from “Cause Maps, Sensemaking, and 
Planned Organisational Change” by P.S. Weber and M.R. Manning, 2011, The Journal of Applied 
Behavioural Science, Vol. 37, No. 2, p. 239. Copyright 2001 by Sage Publications.  
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 Appendix 5 - Interview questions  Date:    xx /xx /2015 
------------------------------------------------------------------------------------------ 
 
□ I am an employee, working on department: _________________ 
------------------------------------------------------------------------------------------ 
(1) What do you think is positive and negative about the recent changes/ change project?   
[variable = all variables, this question is an introductory question] 
 
(2) Did you feel involved, during the initiation phase of the change program?  
Did you have the feeling that your opinion mattered during the installation of the change 
project?  
[variable = involvement] 
 
(3) After the installation of the new (commercial) organisation, could you clearly see that the 
behaviour of your colleagues was changed? What about yourself? Are you more commercially 
aware now?  [variable =  behaviour] 
 
(4) In what way were you supported during the culture change? Did the trainings help? What 
skills have you developed? [variable = skills]  
 
(5)  Did your tasks changed in your job role, since the implementation? [variable = tasks] 
 
(6) Are the departmental commercial goals of the organisation clear to you? [variable = 
involvement]  
 
(7) How would you describe your new working routines after the culture implementation? 
[variable =  practices] 
 
(8) What did the change program meant for you and your department?  
[variable impact on self/ impact on others]  
 
(9) What’s your definition of a commercial organisation? Do you feel that the organisation is 
more commercially aware now? Please explain. [variable =  culture] 
 
(10) Please describe the old organisation compared to the new organisation. What were the most 
important events? Describe the journey that you went through during the implementation. 
[Variable = culture/ implementation] 
 
(11) Out of the list below: Please list the most important change you have noticed / or you are 
aware of since the implementation of the new organisation (please select one option only): 
 
□ Company culture changed  □ Change in operations: flexible working hours, etc. □ 
Working atmosphere/ climate changed  □ I did not notice a difference □ More staff training  
□ Staff motivation increased  □ My tasks changed □ I feel more involved now □ 
Departmental and individual goals are more clear to me □ None of the previously listed 
changes, but ………….  
 
Please indicate why you have selected your option. Why is it more important compared to 
the other available options.  
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Appendix 6 - Cover letter Interview Questions 
 
Date, xx July/ xx August 2015  
 
Subject: Invitation Scientific Research  
 
 
Dear Sir/ Madam, 
 
I would like to invite you to participate with scientific research about change management. In 
cooperation with the management of both the leisure management chain and the local 
management it was decided to carry out the research during day-to-day activities.  
 
Who am I?  
Sander Verkerk, 34 years old. I live in the West-Brabant region in Steenbergen. My 
professional background consist of several functions in the hospitality industry including food 
service, housekeeping, reservations, banqueting, duty management and sales & marketing. In 
the most recent period of my career, I worked in marketing roles for several industrial 
organisations. My commercial hospitality background is therefore useful for this research. 
From a personal point of view I can relate to both the operational and commercial bottlenecks 
that front-line employees have.  
 
Background Research  
The research is carried out as a thesis of the course Change Management at the Open 
University. One of the goals of the course is to carry out scientific research. The main 
research topic is how front line employees make sense of change management. The research 
is based on two main questions: 
- How do front-line employees make sense of culture change? 
- How do front line employees integrate culture change in their day to-day work environment? 
 
Explanation:  
Every organisation has a specific culture. This could be seen as the DNA of the company. 
Culture is often described as: ‘the way we do business around here’ or the written and 
unwritten rules of the organisation. A company culture is always adjusting and changes with 
the organisational circumstances, such as the economic situation, regulatory forces and the 
political agenda of the local council. (Front-Line) Employees in an organisation can be seen as 
creators of the culture. They are included in the research sample and play a vital role during 
change initiatives.  
 
What is change management?  
Change management is focused on change processes that could be targeted at: the way of 
working, structure or culture of an organisation. The term emerged in the 1980’s in the 
management field. There are two main streams of thought on change: planned change and 
spontaneous change. Generally speaking, planned change is usually initiated by the 
management of the concerning organisation. Examples of planned change initiatives are IT-
interventions or commercial turn around projects. Spontaneous change can be the result of 
emerging external factors. An example of this is the disappearance of the printed yellow 
pages. Within this organisation, the production oriented employees (printing environment) 
had to be changed into IT-specialists (digital, online environment). This change was caused 
by external technical factors, such as the internet. 
1/3 
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Why a leisure organisation/ sports accommodation? 
There has been very limited research about front-line employees in a micro (individual or 
departmental level) setting, in relation to the change management subject. Scientific research 
is often targeted at the top management of organisations. This seems to be a contradiction, 
because front-line employees are usually the ones who have to carry out the change. 
Researchers are therefore missing essential information by pre-dominantly focusing on one 
community. During my practical experience I had to deal with many change initiatives myself. 
As a front-line employee I have experienced that there is a major gap between the perception 
of the management community and the employees. With this research I am hoping to close 
this gap. As a service oriented organisation, a leisure organisation is an ideal research 
location, since front-line employees form the vast majority of the total population. The 
external research context is also very relevant. Sports and leisure accommodations had to 
deal with many changing circumstances, such as the reductions of subsidies for swimming 
lessons. Operational and maintenance budgets have also been significantly reduced, which 
resulted in an increasing pressure to focus on customers and commercialism.  
 
For whom? What’s in it for me? 
The participants of the research will consist of front-line employees working in different 
departments. This research is interesting for all of the departments within the local 
organisation, because it provides insights in: 
- How front-line employees experience the current and the previous company culture;  
- How front-line employees deal with the implementation of organisational change 
- Which perceptions you and your colleagues have towards a commercial and customer-
centric approach.  
The results of the research is not only interesting for the academic world but also for 
companies who are faced with a similar change context. Change management occurs in every 
organisation. It is therefore very relevant for a wide range of employees. Whether you are a 
receptionist, manager or food service attendant, it is likely that we all encounter some form of 
change management in our careers.  
 
Research method 
The research is carried out by participation interviews. I am convinced that a researcher can 
only do a proper job when he/ she is part of the organisation in order to draft a clear image of 
the change processes. I will be part of the organisation myself by working in different 
departments. The interviews will take place in an informal way during the day-to-day working 
activities. Notes will be taken and converted to scripts. Anonymity is guaranteed. 
Departments will be taken into consideration during the analysis phase of the research. There 
might be differences in the departmental research populations that could reveal useful 
insights. Comparisons will be made between departments. The change program that will be 
researched is based on commercialism. A food service department might have different 
perceptions towards a commercial and customer centric approach compared to a technical 
department. It is therefore necessary to code the transcripts by department.  
 
Feedback results 
The research will be written in the form of a thesis. The entire report including the research 
results will be send to the concerning case organisations. Digital copies of the research will be 
available in a pdf format and can be requested via your local line manager or via: 
sanderverkerk@hotmail.com.   
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Publication results 
The thesis will be published in the university library of the Open Universiteit. The report is 
available in the public domain. This means that not only professors and/ or students have 
access to the report. Everyone with an interest in the report can request a copy.  
 
Privacy 
The research is carried out in an objective independent way, under the supervision of the 
Open Universiteit Nederland (Heerlen). All participants are guaranteed of their privacy. 
Personal data will not be used, published and/ or stored. Participants will remain anonymous. 
The entire research is carried out on the basis of confidentiality. This means that 
organisational names, participant names, etc. will not be used in the report.  
 
In the meantime, should you have any questions, please do not hesitate to contact me via e-
mail: sanderverkerk@hotmail.com. 
Thank you very much in advance for your participation, 
 
Kind Regards, 
 
 
Sander Verkerk  
 
Student Managementwetenschappen / Implementation & Change Management  
Open Universiteit Nederland 
Student nr. 850444392   
3/3 
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Appendix 7 – Respondent Quote Tables 
[1] Results of Sense making /Behaviour 
 
(1.1) “There is hardly any change in behaviour noticeable. Because of the multi-tasking approach, there 
is no time and resources to become fully dedicated towards commercial activities”.  
 
(Interview Respondent 1.1, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(1.2) “My behaviour is not changed. I have always been commercial. Whenever there is an opportunity, I 
will sell our products and services. However I do not see selling as my task. Acquiring new customers 
and business is a management task. At the end of the day, I am an instructor. My focus is on classes / 
lessons.” 
 
(Interview Respondent 1.4, Swimming Department/ Fitness, 01.07.2015, Case Organisation 1) 
 
(1.3) “A lot of us share the opinion that commercial tasks are not our responsibility. In my department 
we are all customer focused and we are trying to help out other departments as well. However there is 
no focus on additional sales. There is hardly any commercial behaviour.” 
 
(Interview Respondent 1.5, Food Service Department, 01.07.2015, Case Organisation 1) 
 
(1.4) “If I would have to give our organisation a mark on a scale of 10 for commercialism, it would 
certainly not exceed a 6. It is difficult to make as much profit as possible within a short time frame. 
Especially with the multi-tasking approach. We often do not have the time to deal with selling tasks. Our 
behaviour is far from commercial.”  
 
(Interview Respondent 1.6, Reception Department/ Fitness, 01.07.2015, Case Organisation 1) 
 
(1.5) “We show limited client oriented behaviour. In the technical department this type of behaviour 
should be reflected by the flexibility of the team. If there are technical problems outside working hours, 
there is hardly anyone willing to pick up their company phones. We are still dealing with the leftovers of 
the local council culture. We are also very reactive when it comes to dealing with customer complaints. 
At the end of the day, it is the customer who is paying our wages. For a lot of my colleagues the penny 
has not dropped yet.” 
 
(Interview Respondent 1.7, Technical Department, 03.07.2015, Case Organisation 1) 
 
(1.6) “It is a struggle to deal with both a customer orientation and a commercial approach. We do not 
want to push products that we are not confident about, such as turbo lessons. I want to sell products to 
customers, only if it would suit them. I do not want to sell just for the sake of it. We are hardly a team 
anymore. The way I see it is that, the management just imposed their will on us, without any 
consultation. All of a sudden we just had to become commercial.” 
 
(Interview Respondent 1.8, Swimming Department/ Fitness, 06.07.2015, Case Organisation 1) 
 
(1.7) “Our behaviour is changed. We have become very defensive towards new developments. My overall 
impression is that most of us are willing to go along with the changes. However, past events have 
learned us to be very cautious with these changes. In most cases, these changes were not beneficial to 
the workforce. For example, we do not have an employee council anymore.”  
 
(Interview Respondent 1,9, Technical Department, 06.07.2015, Case Organisation 1) 
 
(1.8) “In a way we are in a strange situation. My impression of a commercial organisation is that we 
place a lot of advertisements in the newspapers and that we have a substantial marketing budget. We 
are supposed to be commercial now. In fact we were more commercially focused during the local council 
period. There is so much focus on costs that we do not think about initiating any actions anymore. There 
is always an excuse to not spend the money. Or if we initiate a marketing action it is expected that we 
show results straight away. This whole situation resulted in laconic behaviour. We just do not see the 
point anymore of this change program. The negative attitudes and behaviour works as a virus. It affects 
all of us now.” 
 
(Interview Respondent 1.10, Food Service Department/ Fitness, 06.07.2015, Case Organisation 1)   
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(1.9) “Generally speaking, our behaviour is very insecure now. A lot of my colleagues struggle with all of 
these changes. Some of them become very isolated. I think this is psychological. It is all about self-
protection. We have become very individual now. There is no sense of team orientation.” 
 
(Interview Respondent 1.11, Food Service Department, 07.07.2015, Case Organisation 1) 
 
(1.10) “The behaviour is certainly not commercial. This ideal behaviour is blocked by the low morale and 
attitudes of a lot of colleagues. A lot of them became irritated after the introduction event. There is a lot 
of anger and resistance within the organisation. I try to remain positive. On a daily basis I try to behave 
in a customer centric way. I try to build up a relation with customers. This is hard because we are not 
consistent. A minority of colleagues are trying to adjust to the new commercial organisation.”  
 
(Interview Respondent 1.12, Reception Department, 07.07.2015, Case Organisation 1) 
 
(1.11) “After the privatization phase most of us became very sceptical. We are supposed to behave in a 
commercial way. I did not have any support or training. I heard that we have a customer orientation 
training now in October. Although this is a positive initiative, I do not believe that it will result in any 
commercial behaviour. My impression is that 9 out of 10 employees will still behave in the same way as 
they used to do in the local council period.” 
 
(Interview 1.14, Reception Department, 08.07.2015, Case Organisation 1) 
 
(1.12) “In the past there was a blame culture, which resulted in a lot of tension between departments. 
We feel more equal now. This helps when building a commercial organisation. I think we are realizing 
ourselves now that our revenue has declined significantly. In the near future it is likely that we will not 
obtain the same amount of subsidies anymore for swimming lessons. This future scenario puts pressure 
on the organisation in a positive way. We are now conscious that we need to acquire more revenue and 
that we should exceed customer expectations in order to survive.” 
 
(Interview Respondent 2.1, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
 
(1.13) “We are very result oriented now. The focus is on selling as much as possible and to make sure 
that our customers are enjoying themselves”. 
 
(Interview Respondent 2.2, Reception Department, 27.07.2015, Case Organisation 2) 
 
(1.14) “The culture has definitely changed to a more commercial organisation. We are now working as a 
team. The working atmosphere has changed in a positive way. I think this has also got to do with the 
fact that a younger generation joins the company. They have a fresh outlook and generate a lot of new 
ideas.” 
 
(Interview Respondent 2.6, Reception/ Reservations, 28.07.2015, Case Organisation 2)  
 
(1.15) “We have made an enormous leap, from being very internally focused to customer oriented. I 
think this has got to do with the fact that we are communicating in new ways with customers by using 
social media”. 
 
(Interview Respondent 2.7, Swimming Department/ Fitness, 28.07.2015, Case Organisation 2)    
 
(1.16) “In the past we just did what the community asked us to do. So if there was a demand for group 
swimming lessons, we just delivered, whatever the cost was. It just did not matter, the council would 
cover the cost anyway. I have mixed feelings. I still think we are a communal pool and that we have to 
offer activities for certain groups, such as the elderly. On the other hand I can also understand that we 
have to increase our revenue in order to survive. It took a while before my (and my colleagues’) 
behaviour changed. With the support of our management team and trainings we have developed 
ourselves. We are confident enough now to acquire new clients.” 
 
(Interview Respondent 2.9, Reception Department, 28.07.2015, Case Organisation 2)   
 
(1.17) “The old guard and the island culture has finally disappeared. We are one big team now. It is 
more fun to work in this new team orientation.” 
 
(Interview Respondent 2.12, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
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(1.18) “In the past we used to think from our own perspective. As a company we were very inward-
looking. We have become a customer centric organisation. If I look back at this entire change process, I 
can clearly see that my behaviour has changed. I am more confident to communicate with customers in 
a pro-active way.” 
 
(Interview Respondent 2.15, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2) 
 
(1.19) “The old culture was like a concrete fortress: strong, deeply anchored and well-defended by the 
management team. It was very hard to reach other departments and managers. Everyone worked in 
their own departments and did their own tasks. There was no sense of inter-departmental cooperation. 
The thick walls of the fortress are gone now. We are now very team oriented. As a result we are much 
better prepared to act commercial and client oriented.”    
 
(Interview, Respondent 2.20, Swimming Department/ Fitness, 31.07.2015, Case Organisation 2) 
 
[2] Involvement  
 
(2.1) “There is no involvement. We do not have any staff meetings anymore. We used to have a new 
year’s speech. This was cancelled because of cost savings.” 
 
(Interview Respondent 1.1,  Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(2.2) “There is no involvement. We used to have staff meetings and annual events. That is all gone 
now.” 
 
(Interview Respondent 1.2,  Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(2.3) “This year we were supposed to have our 25th company-anniversary. Apparently there is no budget 
to celebrate this. In my view this is just a lack of involvement. In the past we used to have budgets for 
these occasions.” 
 
(Interview Respondent 1.4,  Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(2.4) “There is no involvement. We do not work as one team. We are still very compartmentalized as a 
company. If it is busy and I need extra help, I cannot simply ask for support from another department. 
The reply is often: that is not my cup of tea. I was not hired to serve food.”  
 
(Interview Respondent 1.5, Food Service Department/ Fitness, 01.07.2015, Case Organisation 1) 
 
(2.5) “There was hardly any involvement. When a new management chain was introduced, no one asked 
for our opinion. We just had to deal with it.” 
 
(Interview Respondent 1.8, Swimming Department/ Fitness, 06.07.2015, Case Organisation 1) 
 
(2.6) “Since the introduction event of the new management chain there is no involvement anymore. 
There was a presentation about the new vision and direction of the company. After this event there was 
no follow up. The lack of involvement is also noticeable by the fact that we do not have any staff events 
anymore. There is even no budget for Christmas drinks.”  
 
(Interview Respondent 1.10, Food Service Department/ Fitness, 06.07.2015, Case Organisation 1) 
 
(2.7) “There is no involvement between departments. The culture is very shallow minded. It is all very 
individual. Everyone is only looking after themselves. A lot of my colleagues do not see the bigger 
picture. We are all in it together.” 
 
(Interview Respondent 1.11, Food Service Department, 07.07.2015, Case Organisation 1) 
 
(2.8) “For me personally, the change program was not that positive. When I joined the company, the 
working atmosphere was very pleasant. Nowadays, because of all of these changes, we hardly 
communicate with each other anymore. There is no involvement. We have become very individual. 
Working is not as fun as it used to be. There is hardly any budget for trainings, so I do not develop 
myself anymore.”  
 
(Interview Respondent 1.12, Reception Department, 07.07.2015, Case Organisation 1) 
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(2.9) “Involvement is noticeable throughout the organisation. There is support from the management 
and we have structured meetings between departments. We discuss commercial and marketing projects 
during these meetings”.  
 
(Interview Respondent 2.1, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
 
(2.10) “In the old situation the management would have never asked for my opinion. Because of my 
service record and experience, I am often asked to share my view.”  
 
(Interview Respondent 2.5, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
 
(2.11) “During the local council period there was a very laid back atmosphere. We did not think about 
money at all. It just did not matter, there was always budget somewhere to cover any costs. There was 
hardly any involvement. The manager was located at the local council office and not at our premises. 
Nowadays it is very different indeed. There is involvement between departments. The new management 
team is very pro-active. A lot of things have changed such as the installation of automation processes 
and an increase in marketing actions. There are weekly meetings now and I am actually asked for an 
opinion by management team members. This was certainly not done in the past.”  
 
(Interview Respondent 2.9, Reception Department, 28.07.2015, Case Organisation 2)   
 
(2.12) “There is definitely more involvement now. We have become very entrepreneurial. There is more 
openness for discussion now. It is up to all of us now to work in the interest of our customers. As a team 
we have become very focused on customer satisfaction now. Whenever I carry out my cleaning tasks, I 
always keep in mind that in the end the customer pays my salary. My impression is that the majority of 
my colleagues think in the same way now. In my opinion this has got to do with improved 
communications and involvement.” 
 
(Interview Respondent 2.13, Facilities/ Housekeeping Department, 29.07.2015, Case Organisation 2)   
 
(2.13) “I do not get involved. Since the introduction of the new management chain I am under the 
impression that new policies and actions are implemented by the management. I guess this is part of the 
professional organisation that the management is pursuing right now.” 
 
(Interview Respondent 2.15, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2) 
 
(2.14) “There is no real involvement anymore. It is all about financials, costs and money. The working 
atmosphere has become very hard and cold. The social aspects of work are completely gone now.”  
 
(Interview Respondent 2.17, Technical/ Facilities Department, 31.07.2015, Case Organisation 2) 
 
[3] Impact on Self    
 
(3.1) “There is no trust among colleagues. I had to create my own routines and ways of working. You 
cannot rely on any procedures or structures. Commercial activities are hardly followed up.”  
 
(Interview Respondent 1.1, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(3.2) “Nowadays there is hardly any money for courses. Since the introduction of the change program, 
there are hardly personal development opportunities anymore. I do not understand this. I am convinced 
that trainings and courses are a good return on investment.”  
 
(Interview Respondent 1.2, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(3.3) “In the past there was more freedom, the atmosphere was very people-oriented and there were 
more activities for our clients. Now it is simply too commercial. It is all about money now. There is hardly 
any budget anymore for training. Since last year I have not received any training anymore.”  
 
(Interview Respondent 1.5, Food Service Department, 01.07.2015, Case Organisation 1) 
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(3.4) “Everything is going downhill. I had to give in a lot of operational hours. I even do not have staff 
meetings anymore. At the same time we have to carry out additional tasks. I have changed from a team 
oriented working atmosphere to an individual orientation. The work climate has become very cold and 
hard.”  
 
(Interview Respondent 1.6, Reception Department/ Fitness, 01.07.2015, Case Organisation 1) 
 
(3.5) “I have to do more tasks, with less resources. We now also have to carry out cleaning tasks. In the 
past we just had to look after one location. Nowadays, I have to look after four locations.” 
 
(Interview Respondent 1.9, Technical Department, 06.07.2015, Case Organisation 1) 
 
(3.6) “We used to work like one big family. It has become very individual now. There is no employee 
council anymore. We also used to have staff parties. That is all gone now. Since the introduction of the 
new management chain, everything went downhill. We used to have more budgets in the past. For me 
personally there was more manoeuvrability to come up with new actions and advertisements.”  
 
(Interview Respondent 1.10, Food Department Department/ Fitness, 06.07.2015, Case Organisation 1) 
 
(3.7) “For me everything was much better, when we were still part of the local council. The labour 
benefits were a lot better and there was more solidarity. There was a team orientation and we 
cooperated very well with each other. Now it is simply too commercial. It is all about money now. 
Swimming lessons are crowded. We do not focus on quality anymore. Now I have to do a lot of different 
tasks including cleaning and selling subscriptions. The change that had the most impact for me was that 
I needed to increase my flexibility in terms of working hours. This had a negative impact on my private 
life.”  
 
(Interview 1.14, Reception Department, 08.07.2015, Case Organisation 1) 
 
(3.8) “A working day for me is less enjoyable, compared to the past. We are not allowed to have lunch 
simultaneously anymore. This was because of staffing cost issues. The atmosphere is not sociable 
anymore. There is no Christmas event anymore. I also have very limited time available to carry out my 
tasks.”  
 
(Interview 1.15, Reception Department, 09.07.2015, Case Organisation 1) 
 
(3.9) “My motivation has increased. The multi-tasking approach is great. I like carrying out food service 
tasks as well. This is much better for career progression opportunities. My boss has even paid for a food 
service/ hospitality course. I know that a lot of my colleagues have a different view, but for me the 
change program is working out very well.” 
 
(Interview 1.16, Reception Department, 14.07.2015, Case Organisation 1) 
 
(3.10) “I am not allowed to say: in the old days it was much better. However I still think it was better. 
For me personally there was more freedom. The company policy is now focused on efficiency and costs. 
This limits my personal movement. Nowadays working is just not fun anymore”.  
 
(Interview Respondent 2.3, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
 
(3.11) “I have built up a good relationship with our major clients. They know me personally now. In the 
past I would give them free drinks during certain events, such as Christmas. This is not allowed 
anymore. It has become very strict and hard. I find it very difficult to go along with this cold business 
oriented working atmosphere. Colleagues are not helping each other anymore and tend to be focused on 
themselves. On top of this, I have to do more work with less hours.” 
 
(Interview Respondent 2.4, Food Service Department, 27.07.2015, Case Organisation 2) 
 
(3.12) “For me personally, the start of the new management chain meant that both my primary and 
secondary benefits have been reduced significantly. There is hardly any change in behaviour noticeable. I 
sometimes think? What’s the point of it all?  
 
(Interview Respondent 2.5, Food Service Department, 27.07.2015, Case Organisation 2) 
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(3.13) “The change program has been very good. I have been awarded with a better position now. I 
have other responsibilities that I enjoy more compared to my previous position, such as acquiring new 
business and customers. The whole working atmosphere has become very exciting.”  
 
(Interview Respondent 2.6, Reception Department, 28.07.2015, Case Organisation 2) 
 
(3.14) “I am creating a promotion plan for our food service department with a couple of colleagues. The 
goal is to increase the revenue of our department. This is a good learning experience for me. In previous 
jobs I have never had the chance to do so.” 
 
(Interview Respondent 2.8, Food Service Department, 28.07.2015, Case Organisation 2)  
 
(3.15) “The negative side of the organisational changes is that there has been staff reductions. On the 
other hand, I have been able to develop myself with a lot of different trainings with a high variety of 
subjects, such as communications, customer journey and sales”  
 
(Interview Respondent 2.9, Reception Department, 28.07.2015, Case Organisation 2)   
 
(3.16) “My behaviour did not change that much. In my opinion, I always have been commercial. I try to 
sell, whenever there is an opportunity. To be honest, I do not mingle with all of the negative discussions 
that  are happening right now within the organisation. I like to work on my own and independently. For 
me it is quite simple, there is no alternative, we have to change. I really appreciate the fact that my 
employer has paid for a commercial training with a renowned training agency. I have learned some new 
skills.”   
 
(Interview Respondent 2.10, Reception Department, 28.07.2015, Case Organisation 2)   
 
(3.17) “Since the start of the new management chain, my holidays and other secondary benefits were 
reduced. I am afraid that they take away more benefits. Everything has declined in a negative way: the 
working atmosphere, there is less involvement, it has become more hierarchical and individual. I would 
describe this whole situation as a one way street.”  
 
(Interview Respondent 2.11, Reception Department, 28.07.2015, Case Organisation 2)   
 
(3.18) “The organisation has changed significantly. Looking back at the start of the change process, I can 
conclude that I have developed myself in parallel with the company. I have learned a lot. Not only about 
commercialism but also about dealing with new feedback software and CRM systems. If we do not 
change as a company there is the chance of redundancies. I am very realistic. Nowadays a lot of people 
lose their jobs. If we do not change there is a change that I could lose my job as well.”  
 
(Interview Respondent 2.12, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
 
(3.19) “I have to do a lot more work with very limited resources. In the past we were with seven 
employees in the department. Now we have to do the same work with two employees. This means that 
you are often working on your own. The working atmosphere has become more individual.” 
 
(Interview Respondent 2.13,  Facilities/ Housekeeping Department, 29.07.2015, Case Organisation 2)   
 
(3.20) “This change program is very exciting. I have been given a lot of new opportunities. I was hired 
as a food service attendant. Now I have many different tasks such as graphic design and marketing 
tasks. Personally, I am interested in sports and now I am given the opportunity to develop myself as a 
fitness instructor. The introduction of the management chain was very positive. The head office of the 
management chain is very supportive. They give you a lot of different training opportunities.”  
 
(Interview Respondent 2.14, Food Service Department, 30.07.2015, Case Organisation 2)  
 
(3.21) “For me personally the changes worked out very well. I have been promoted to a more senior 
role. The work load has increased significantly but in return, I am getting a lot of new tasks and 
opportunities.”  
 
(Interview Respondent 2.15, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2)  
 
(3.22) “There are more opportunities now to develop new marketing activities. With this new commercial 
focus, we can now see our own impact and success. Successful campaigns will yield more revenue.  I am 
asked to develop marketing actions with my colleagues in our food service outlets. It is very stimulating 
to be able to have impact on the results of the organisation. I have become more confident. I have now 
learned how to launch marketing actions and to view the business in a commercial way. For me this 
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means that I am able to increase my career opportunities.” 
 
(Interview Respondent 2.16, Swimming Department/ Fitness, 31.07.2015, Case Organisation 2) 
 
(3.23) “I simply cannot see anything positive about this change program. I have to work a lot harder. 
The tasks have increased significantly. After every annual meeting, you get more tasks and work to do, 
while I did not get any pay rise. I had to give in a lot of benefits.”  
 
(Interview Respondent 2.17, Technical/ Facilities Department, 31.07.2015, Case Organisation 2) 
 
(3.24) “I have gained more influence with the change program. I have more control over my own 
working activities. This is an improvement for me. I still work in the housekeeping department, but I am 
often asked to help out in the food service department. I personally like job rotation. My boss has even 
paid for a food service course. This is very stimulating. I am also interested in sports and I am now 
involved with the organisation of a sports tournament on our premises. In the past, this was not 
possible. In the old situation I had to stick with my own tasks within my own department.”  
 
(Interview Respondent 2.19, Housekeeping/ Facilities Department, 31.07.2015, Case Organisation 2) 
[4] Impact on others    
 
(4.1) “In this organisation, we have become very focused on ourselves. In all departments you will find 
that employees are worried about what all of the changes mean for them personally. There is hardly any 
buy-in. There is this anxious feeling that we are all trapped in a downward spiral.”  
 
(Interview Respondent 1.1, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(4.2) “We do not take the long term bigger picture into consideration. We seem to be focused on short 
term profit. This does not contribute to the quality of our lessons. Our customers have noticed this as 
well.” 
 
(Interview Respondent 1.2,  Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(4.3) “The stress levels have increased significantly since the introduction of the change program. A lot 
of my colleagues have the feeling that something (usually working hours) has been taken away from 
them. They feel betrayed.” 
 
(Interview Respondent 1.3, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(4.4) “Due to the increase in workload, everyone tend to be focused on themselves. I have noticed that 
my colleagues are very individual now. Everyone is more or less segregated in groups now. We do not 
have the team atmosphere of the past anymore. Because of all of these cost reductions it is every man 
for himself now.” 
 
(Interview Respondent 1.4, Swimming Department/ Fitness, 01.07.2015, Case Organisation 1) 
 
(4.5) “After the introduction event we were expecting that things would be different. Tender contracts 
are usually established for short term periods. Being part of a leisure management chain meant that we 
had to focus on budgets, costs and profits. This is completely different compared to the previous period, 
when we were still part of the local council organisation. There was more freedom and we did not have to 
worry about staff hours. The impact on others has been negative. There is a lot of resistance. For many 
of us there is a feeling that everything went downhill. The behaviour of my colleagues is changed. There 
is fierce resistance towards the change initiative. The atmosphere has become very cold and individual. 
Everyone is focused on themselves. There is hardly any involvement anymore.” 
 
(Interview Respondent 1.5, Food Service Department, 01.07.2015, Case Organisation 1) 
 
(4.6) “The result of the change program is that we have all become very individually oriented. There is 
no team spirit anymore.” 
 
(Interview Respondent 1.6, Reception Department, 01.07.2015, Case Organisation 1) 
 
(4.7) “The multi-tasking approach is only a single piece of the change program. However the impact of it 
is big. The majority of my colleagues did not buy in to it. A lot of them think that their responsibilities do 
not exceed the borders of their departments. They are not willing to carry out additional tasks, such as 
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cleaning or helping out in the bar.” 
 
(Interview Respondent 1.7, Technical Department/ Fitness, 03.07.2015, Case Organisation 1) 
 
(4.8) “The change program resulted in a very chaotic situation. We have to do more tasks now, including 
cleaning and selling. Things are not getting any better. It has become a total shambles. There is hardly 
any structure anymore.” 
 
(Interview Respondent 1.8,  Swimming Department/ Fitness, 06.07.2015, Case Organisation 1) 
 
(4.9) “The change program resulted in an island culture. There is hardly any cooperation between 
departments. Everyone has become focused on themselves. The atmosphere has become very 
individual.” 
 
(Interview Respondent 1.9, Technical Department, 06.07.2015, Case Organisation 1) 
 
(4.10) “The impact on the culture has been very negative. The result is that we have become very 
individually focused. For example, we are not allowed to have lunch anymore in the bar. We have to go 
to the canteen. The argument is that it is not professional anymore to have breaks in the public areas. 
What is even worse is the fact that we are not allowed to have breaks simultaneously anymore. Even if it 
is not busy. At least one of us needs to be located near the front office area in case a customer arrives. 
The management does not realize that with these new rules they are only stimulating an island culture.  
 
(Interview Respondent 1.10, Food Service Department/ Fitness, 06.07.2015, Case Organisation 1) 
 
(4.11) “Since the start of the management chain, we have all became very negative. Especially the older 
generation. There is a gap between colleagues who joined the company during the local council period 
and those who joined afterwards. Especially younger employees do not last very long here. I have seen 
so many young colleagues leave. Their opinion is that our way of thinking is shallow and old-fashioned. I 
cannot blame them. They just want to work in a modern organisation. This is very disturbing. We are 
dependent on the younger generation, they are our future. This indicates how badly the change program 
affected our organisation.   
 
(Interview Respondent 1.11, Food Service Department, 07.07.2015, Case Organisation 1) 
 
(4.12) “The entire organisation has been affected in a negative way by the change program. The working 
atmosphere has not been very good lately. Our focus should be positive. We should try to motivate each 
other in a positive way. If we no do not have this basis, we will never become a true commercial 
organisation.” 
 
(Interview Respondent 1.12, Reception Department, 07.07.2015, Case Organisation 1) 
 
(4.13) “We have to do more tasks without any support. In my opinion a receptionist should be referring 
our customers to other departments or to colleagues who do have a commercial background. I am happy 
to hand out any brochures, but selling is not my main task. We have less hours to carry out our normal 
work, while we keep getting new tasks such as cleaning, selling and even food service activities.” 
 
(Interview 1.13, Reception Department, 07.07.2015, Case Organisation 1) 
 
(4.14) “Since the start of the new management chain we are only focused on money. We have forgotten 
about the human side of the business. We started as a communal pool based on social responsibility. 
That is all gone now. There is no attention on delivering quality anymore.” 
 
(Interview 1.14, Reception Department, 08.07.2015, Case Organisation 1) 
 
(4.15) “The reaction to the change program resulted in an island culture. A lot of staff members became 
very individual. It is very hard nowadays to cooperate with each other. There is a lot of resistance. A lot 
of colleagues are not used to the fact that they have another boss now. They cannot deal with the fact 
that the rules have changed now.”  
 
(Interview 1.15, Reception Department, 09.07.2015, Case Organisation 1) 
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(4.16) “Overall, the journey towards a commercial organisation has been very positive. However it is 
noticeable that certain groups of employees struggle with the change project. Those employees who 
work for a longer period within the company tend to struggle the most. It is was too much change for 
them to handle in a very short time frame”.  
 
(Interview Respondent 2.1, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2)  
 
(4.17) “The impact of the change program is big. Especially the older generation of colleagues are 
reluctant to change. They are not receptive to new initiatives and think: Culture change? Fine with me as 
long as I get my monthly wage”. 
 
(Interview Respondent 2.6, Reception Department, 28.07.2015, Case Organisation 2) 
 
(4.18) “The commercial change plan is paying off. There is more interaction between departments. The 
distance between management and work floor employees has been reduced significantly. There are 
however still colleagues who do not buy in to all of the changes. This might have got to do with their 
local council backgrounds. I have previously worked for commercial organisations. For me it is normal to 
work in a commercial way. I do not even think about it. Apparently it is difficult for certain colleagues, 
especially for those who work for a longer period within the company”.  
 
(Interview Respondent 2.8, Food Service Department, 28.07.2015, Case Organisation 2)  
 
(4.19) “Before the installation of the new management team, it was a very turbulent period. A lot of my 
colleagues did not cope very well with the uncertainty of this situation. We became very cautious and 
sceptical. We just did not know what was coming. Now there is a clear commercial direction. Some of my 
colleagues still struggle with this new organisation.”  
 
(Interview Respondent 2.9, Reception Department, 28.07.2015, Case Organisation 2)   
 
(4.20) “Especially in the beginning, not everyone went along with all of the imposed changes. The 
colleagues who struggled the most became very individually focused. It was like if everyone had their 
own little company within a larger organisation. Some of these colleagues were able to break with these 
individually focused habits and bought into the change program. Others still isolate themselves from any 
new initiatives.”   
 
(Interview Respondent 2.10, Reception Department, 28.07.2015, Case Organisation 2)   
 
(4.21) “I saw that a lot colleagues showed fierce resistance towards all of these changes. We do not hold 
any grudges against the new management or the management chain, but there is simply no 
acknowledgement or recognition for employees who work for a longer period within the company.” 
 
(Interview Respondent 2.11, Reception Department, 28.07.2015, Case Organisation 2)   
 
(4.22) “Within this organisation you will still find a group of colleagues who will share the opinion that 
everything was much better in the past. There is certainly a difference noticeable between staff members 
who joined as local council employees and members who joined after the new management chain 
introduction. Especially the older generation of employees struggle with the changes. It seems that they 
are mentally stuck in the past. In the beginning, right after the introduction of the management chain, 
these staff members showed resistance. Now they do not care anymore. They do not join discussions. 
They are turning into an isolated group.” 
 
(Interview Respondent 2.13, Facilities/ Housekeeping Department, 29.07.2015, Case Organisation 2)   
 
(4.23) “In the old situation, we were one big family. The difference between work/ private life was very 
limited. Colleagues would see each other outside work on a regular basis. It was very social. However it 
was also very difficult to address any work related issues. If you did, it felt like you were attacking your 
own friends and family. Since the installation of the new management, this situation was ended straight 
away. A lot of my colleagues did not like this at all. They still have difficulties with this new organisation. 
For other colleagues the changes were more positive. The new way of working really opened up their 
minds.” 
 
(Interview Respondent 2.15, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2) 
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(4.24) “When the change program was introduced, a lot of my colleagues did not know what to expect. It 
was a waiting game. After a while it became clear that things would not get any better. My colleagues 
were anxious about the increase in work load. They were afraid that they would not be able to deliver the 
same quality of work anymore.”  
 
(Interview Respondent 2.17, Technical/ Facilities Department, 31.07.2015, Case Organisation 2) 
 
(4.25) “I wanted to go along with the changes. I was very enthusiastic about it. This was certainly not 
the case with a lot of colleagues. I think there is a difference between colleagues who want to change 
and those who have the feeling that they have to change. In the end everyone is doing their best for the 
company. For certain employees the changes were not beneficial. They are the ones who are resisting 
the most.” 
 
(Interview Respondent 2.19, Housekeeping/ Facilities Department, 31.07.2015, Case Organisation 2) 
 
[5] Tasks / Skills / Practices  
 
(5.1) “Since the change program, I have to carry out many additional tasks, including cleaning and 
activities that used to be done by the technical department. This is not part of my job description as a 
swimming teacher.” 
 
(Interview Respondent 1.1, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(5.2) “There is definitely an increase in work pressure, because of additional responsibilities. However we 
are still a very task oriented organisation. There is no emphasis on selling subscriptions, during the day-
to-day working activities.” 
 
(Interview Respondent 1.3, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(5.3) “Since the introduction of the management chain, there are no budgets left for trainings or courses. 
It is very hard to develop new skills, without these resources. It is not as busy anymore. This means that 
I have to carry out cleaning tasks as well. I do not think this is my task as an instructor.” 
 
(Interview Respondent 1.4, Swimming Department/ Fitness, 01.07.2015, Case Organisation 1) 
 
(5.4) “My tasks have changed. I have to carry out cleaning and food service tasks now. The management 
has taken away a lot of our staff budgets. As a receptionist I am referring customers to other 
departments. I am not selling to them. Selling is not my job.” 
 
(Interview Respondent 1.6, Reception Department, 01.07.2015, Case Organisation 1) 
 
(5.5) “Nowadays, it is hard to work in a structured way. It is very difficult to plan tasks. In a way I am 
fire-fighting every day. It can be very chaotic”.  
 
(Interview Respondent 1.7, Technical Department/ Fitness, 03.07.2015, Case Organisation 1) 
 
(5.6) “My tasks have changed, but not in a commercial way. We are too focused on this new multi-
tasking approach. I did not have any training to support me with new commercial activities.” 
 
(Interview 1.13, Reception, 07.07.2015, Case Organisation 1) 
 
(5.7) “We used to have a fixed working schedule with fixed tasks. Now I have to do multi-tasking, which 
includes serving beverages. My tasks have changed but not for the better. I have to do more work now. 
This approach simply does not work when it is too busy.” 
 
(Interview 1.14, Reception, 08.07.2015, Case Organisation 1) 
 
(5.8) “My tasks have changed significantly. In the old situation I was more focused on day-to-day 
operational activities. I now have the time and resources to focus on commercial tasks, such as 
marketing and PR”.   
 
(Interview Respondent 2.1, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
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(5.9) “My tasks have changed in a positive way. There is a strong commercial direction now. Our 
departmental tasks are very simple: sell 75 subscriptions by the end of the year”.  
 
(Interview Respondent 2.2, Reception, 27.07.2015, Case Organisation 2) 
 
(5.10) “I have to do more tasks now. I was hired as a food service attendant. I am now involved with 
administration, purchasing and cleaning. My salary has not been levelled with the increase in tasks.” 
  
(Interview Respondent 2.4, Food Service Department, 27.07.2015, Case Organisation 2) 
 
(5.11) “The higher work pressure means that I have to prioritize my tasks better. I have to carry out 
more tasks now, such as the maintenance of the website and our Facebook pages. For me these tasks 
are an improvement. I have learned new social media and marketing skills”.  
 
(Interview Respondent 2.10, Reception, 28.07.2015, Case Organisation 2)   
 
(5.12) “I have to do more tasks now, such as administration and food service. I used to be only 
responsible for selling day tickets. I am willing to sell beverages, but I am certainly not going to sell or 
prepare food. I do not see this as my task. It does not make any sense, I have to do more for less”.  
 
(5.13) “In the old days everything was a lot easier. Our administration was much simpler. We just used 
files in drawers. Now we have this top notch software system. It takes a lot more time to deal with 
simple processes in this system. I do not see the logic behind this new system.”  
 
(Interview Respondent 2.11, Reception, 28.07.2015, Case Organisation 2)    
 
(5.14) “My tasks have changed significantly. We have to do more work with less resources and time. I 
have become more efficient in order to cope with all of the changes.”  
 
(Interview Respondent 2.13, Facilities/ Housekeeping Department, 29.07.2015, Case Organisation 2)   
 
(5.15) “I have more influence now on my daily tasks. I have learned myself how to become more 
efficient. The increase in workload has made the work a lot more interesting. I have many different tasks 
now.” 
 
(Interview Respondent 2.19, Facilities/ Housekeeping Department, 29.07.2015, Case Organisation 2)   
 
[6] Implementation Process   
 
(6.1) “The introduction of the change program was very good. There was an introduction event. The 
kick-off start period was very promising. Hardly any of the goals that were presented during the 
introduction event have been integrated. We have not taken the change program to the next level. In my 
view we have to go through a couple of episodes: from operational, to commercial, to a cost effective/ 
profitable company. We seem to be stuck in the operational episode.”  
 
(Interview Respondent 1.1, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1) 
 
(6.2) “In our department we have become commercial. This has not been picked up by other 
departments. So there is no shared sense of feeling that all of us are working in the same commercial 
way.  
 
(Interview Respondent 1.4, Swimming Department/ Fitness, 01.07.2015, Case Organisation 1) 
 
(6.3) “Right after the introduction event, there was a short revival. In this period our department was 
allowed to join some marketing trainings. We initiated a couple of marketing actions. The atmosphere 
became negative again. The entrepreneurial spirit is gone now. It was only a short recovery. We did not 
sustain the initiated changes.”  
 
(Interview Respondent 1.10, Food Service Department/ Fitness, 06.07.2015, Case Organisation 1) 
 
(6.4) “The initial period, right after the introduction of the change program was very positive. I was able 
to join a marketing training. After a while there was no budget anymore for trainings and informal 
meeting opportunities, such as our Christmas event. After a while, all of the initiatives were not 
sustained anymore. Within a very short period of about three quarters, the entrepreneurial attitude just 
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vanished. The commercial changes are faded glory now.”  
 
(Interview Respondent 1.11, Food Service Department, 07.07.2015, Case Organisation 1) 
 
(6.5) “Right after the introduction event, it looked very promising. There was an atmosphere of 
rejuvenation and entrepreneurship. This situation only lasted for about 6 months. We never have 
implemented a true commercial organisation. A commercial organisation should be focused on cross-
selling. It would also have the availability of a lot of different marketing tools, such as brochures. The 
only major step we have taken is that we have implemented a new CRM system. We have also raised the 
price of our entrance ticket. That is about it.” 
 
(Interview 1.13, Reception Department, 07.07.2015, Case Organisation 1) 
 
(6.6) “We are moving to a real commercial organisation. We have taken the first steps. There are still 
some colleagues who do not support the changes. I do not see what the fuzz is about. For me it is quite 
clear, we have to think and act more commercial in order to survive. I am presenting a commercial 
promotion plan to the management, next week. If they approve the plan, we will definitely increase our 
revenue. It is not all about revenue, we still have to keep an eye on our cost level in order to achieve 
good margins.” 
 
(Interview Respondent 2.8, Food Service Department, 28.07.2015, Case Organisation 2) 
 
(6.7) “There is definitely a new organisation now. We have implemented a lot of supporting tools in order 
to establish a commercial organisation, such as customer relationship management software.”  
 
(Interview Respondent 2.9, Reception Department, 28.07.2015, Case Organisation 2) 
 
(6.8) “There are sometimes conflict situations, due to a lack of resources. Everything has to be done fast 
now. Customers expect a fast reaction nowadays. With the increase of work load that we had to deal 
with, there is sometimes hardly any time to deal with customer enquiries. In my opinion this prevents us 
to become a real commercial organisation. We have installed a new way of working, but we are not quite 
there yet. It will take some time to implement this real commercial organisation”.  
 
(Interview Respondent 2.12, Swimming Department/ Fitness, 27.07.2015, Case Organisation 2) 
 
(6.9) “Since the start of the change program there has been a tremendous change. In the beginning it 
was very chaotic and the day-to-day working activities were surrounded by negative energy. There were 
a lot of conflicts, gossip and hostility among staff members. Now it is more stable. The working 
atmosphere has become more cooperative now. This stable environment is necessary in order to develop 
more commercial activities. I think we have become more commercial now. During the annual meeting a 
vision was projected by the management of the company of an ideal commercial organisation. There is 
always room for improvement, but I think we have taken some serious steps now”    
 
(Interview Respondent 2.14, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2) 
 
(6.10) “The change program is installed step by step. In the beginning it was all about procedures and 
structures. We were in need of a solid foundation. Now that we have a basis, we are focusing on 
interaction with each other and with customers.”  
 
(Interview Respondent 2.15, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2) 
 
(6.11) “All of the changes meant that all of our colleagues had to make a 180 degrees U-turn. For our 
department it was sometimes too much too handle. We are therefore implementing the changes step by 
step, with the help and support of the management team. Based on the commercial direction that was 
presented during the annual meeting, we create our own plans. We have divided this big project in 
smaller chunks, which is a lot easier to handle.   
 
(Interview Respondent 2.18, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2) 
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[7] Commercial background    
 
(7.1) “I am working part time in another commercial organisation. So for me personally, the changes are 
not a big deal. I am used to a hard-sell environment. I see a lot of my colleagues struggle with all the 
changes. In my opinion the changes are not a big step. It is common sense. I am surprised that some of 
my colleagues are so hostile towards any form of change.” 
 
(Interview Respondent 1.3, Swimming Department/ Fitness, 30.06.2015, Case Organisation 1)  
 
(7.2) “I used to work for an international private company. When I joined this company, I was surprised 
about how spoiled the employees were. If you ask a colleague in another department to help out with 
our tasks, the reply is often no. Even when they have limited work to do. And they complain all the time 
about how hard the work is. I sometimes think, well try to work in the private sector and you will 
experience a real hard working culture. For me it was hard to understand why there was so many 
resistance against the change program. Some of my colleagues are still stuck in the local council period. 
They experience the change program as going down the hill. I can partially understand it. They had to 
give in a lot of benefits. On the other hand it is 2015 now. The era of hierarchical, stable governmental 
organisations is gone now .”  
 
(Interview Respondent 1.7, Technical Department/ Fitness, 03.07.2015, Case Organisation 1) 
 
(7.3) “I used to work as a shop attendant. Unfortunately, the company went bankrupt. I still remember 
the day when I joined this company. It was so different. I was used to focus on selling to customers. 
When the change program was introduced, I was surprised to see so many colleagues that struggled with 
these changes. My opinion was, how hard can it be? Being customer focused and client oriented is not 
rocket science.”  
 
(Interview Respondent 2.2, Reception Department, 27.07.2015, Case Organisation 2)   
 
(7.4) “I do not have the same difficulties with the change program, compared to some of my colleagues. 
In the past I used to work for a governmental institute that was privatized in the early 1990’s. There are 
many similarities between my previous work experience and the situation here. Maybe that is the reason 
why I do not have the same issues. I have been there before. I know what to expect.” 
 
(Interview Respondent 2.13, Facilities/ Housekeeping Department, 29.07.2015, Case Organisation 2)   
 
(7.5) “Personally I did not have a lot of problems with the imposed changes. I was used to work in a 
commercial way, because I worked in a retail environment in the past. I have noticed that the way 
colleagues deal with change is very personal. For one individual it is very hard to go along with the 
changes, while it is much easier for the other. I have noticed that especially the older generation has 
more difficulties with the changes. They simply do not see it as beneficial for themselves.” 
 
(Interview Respondent 2.18, Swimming Department/ Fitness, 30.07.2015, Case Organisation 2) 
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Appendix 8 – Emerging topics 
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Appendix 9 - Transcript Summary Case Organisation 1 
--------------------------------------------------------------------------------------------------------- 
Date:   June-July, 2015 
Total Sample: 16 interviewees 
Departments: Swimming/ Fitness (4 respondents), Food Service (5 respondents),  Reception  
                (5 respondents), Technical/ Facilities Departments (2 respondents) 
--------------------------------------------------------------------------------------------------------- 
 
Question 1: What do you think is positive and negative about the recent changes/ change 
project?   
 
Almost one third of the research sample (5 respondents, 31%) mentioned that more 
marketing activities were developed after the implementation of the change. This was seen as 
very positive. Other positive associations were diverse. The topics ranged from positive 
benefits due to job rotation possibilities to an increased support from the new head office.  
Negative associations that emerged were: financial savings and cost cutting (7 respondents, 
43%), failure of change integration (6 respondents, 41%) and more conflict situations (4, 
respondents 25%). Since the introduction of the change program the operational contract was 
changed. The formerly local council operations were outsourced to a commercial leisure chain. 
During the introduction period, the chain increased marketing activities and promoted internal 
training possibilities. This clarifies why the positive associations are built around themes such 
as job rotation and marketing. The change from a non-profit organisation to a commercial 
organisation meant that profit margins were becoming more important. Immediately after the 
transformation into a commercial organisation, cost savings were implemented in order to 
become profitable. In the old situation, the operations of the organisation made a loss, which 
was converted into a breakeven (non-profit) result by relying on subsidies of the local council. 
The cost cutting exercise included staff reductions and a focus on efficiency in the work 
processes. This clarifies why 5 respondents had negative associations towards the financial 
saving activities that were initiated by the head office.  
Question 2: Did you feel involved, during the initiation phase of the change program?  
 
The content of the answers can be divided into three categories. The first category consists of 
respondents who felt involved during the integration of the commercial organisation. Only 3 
respondents felt fully involved throughout the entire process. The second group shared the 
opinion that they were involved in the process, but only during the initial stage. They did not 
experience any involvement throughout the following stages of the change project. Half of the 
research population did not feel involved at all. When digging deeper in the content of the 
data it seems that there are two main reasons which could clarify this. The first explanation is 
that the respondents mentioned that after the introduction meeting of the new organisation, 
no further follow-up meetings were planned. The perception is that it was a typical top-down/ 
one way initiation of a change project. The respondents were under the impression that there 
was no opportunity of a dialogue. Several respondents (8 respondents, 50%) mentioned that 
there were hardly any staff meetings anymore, due to cost reductions. They were under the 
assumption that there would be discussions and feedback opportunities in relation to the 
change project. This lack of communication after the first launch meeting has resulted in 
negative feelings about the change program. These 8 respondents assumed that the change 
program was not sustained or integrated.  
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Question 3: After the installation of the new (commercial) organisation, could you clearly see 
that the behaviour of your colleagues was changed? What about yourself? Are you more 
commercially aware now?   
 
6 respondents (38%) did not notice a difference in personal and departmental behaviour. 10 
respondents (62%) mentioned a change in behaviour. 2 of these respondents saw a positive 
change in their own commercial behaviour but did not notice that their own department was 
behaving more commercially and customer focused. Half of the total respondents shared the 
opinion that the behaviour change was negative. This means that they did not experience a 
change in commercial behaviour. Negative associations were defined as individuality (5 
respondents) and flexibility (3 respondents). The concerning respondents discussed 
individuality as negative, because it blocks commercial behaviour. They all agreed that a team 
focus would be more effective in realizing a commercial organisation. Because of cost 
reductions less staff events and hand over meetings were planned. This resulted in a lack of 
inter-departmental communications. Even basic commercial information, such as sales 
enquiries or call back notes are often stuck in the communication process, meaning that both 
internal and external communication is rated as weak. Flexibility was mentioned in relation to 
multi-tasking. Since the introduction of the program, it was expected that in low demand 
periods, employees needed to be flexible with regards to their tasks. This means for example 
that it is expected that a receptionist can be asked to carry out cleaning tasks or food service 
tasks, when the work pressure is low at reception level. From an operational point of view this 
seems logic. However the respondents mentioned that these low demand periods are ideal to 
carry out commercial activities, such as follow up calls to potential customers, creation of sale 
collateral, updating the customer relationship database, etc. This somehow explains why half 
of the research sample did not notice a change of behaviour. According to these respondents, 
they are not given the time to integrate commercial activities in their day-to-day working life.  
Question 4: In what way were you supported during the culture change? Did the trainings 
help? What skills have you developed?  
 
7 Respondents mentioned that they were somehow supported during the shift from a local 
council culture to a commercial culture. 3 of those respondents found that the support was 
very basic and consisted only of a short trial period. The respondents felt that they were left 
to their own devices. 4 Respondents attended a commercial marketing training. This was seen 
as both positive and supportive. However this seems to be related to the food service 
department, because all four respondents were working in the food department. None of the  
other departments received a formal training. More than half (9 interviewees, 56%) of the 
respondents did not feel supported during the integration of a commercial organisation. Two 
topics emerged during the analysis of this question: a cost focus and the need for training. 
Because of cost cutting, the training budgets were reduced significantly, meaning that 
commercial trainings were only carried out in the food service department. Other commercial 
and customer focus trainings will be planned for the reception staff during the autumn period 
of 2015. Almost half of the research sample (7 respondents) clearly expressed their need for 
training and further development. There was no evidence found that the respondents 
developed any skills that were supportive for the integration of the change.  
Question 5: Did your tasks change in your job role, since the implementation?  
 
25% of the sample responded that there was no change in tasks. No additional commercial 
tasks were integrated in the day-to-day operations of these respondents. 75% of the sample 
noticed a change in their tasks. The change consisted of multi-tasking, meaning that 
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respondents are asked to carry out tasks that do not belong to their own department. An 
example of this is a fitness instructor carrying out food service tasks during low demand 
periods. The respondents mentioned an operational change. Most respondents found multi-
tasking negative. There was no evidence found that any of the respondents integrated new 
commercial tasks in their day-to-day activities. The majority of the respondents associated 
multi-tasking as a cost saving exercise not as a chance to learn new (commercial) skills.  
 
Question 6: Are the departmental commercial goals of the organisation clear to you?  
 
25% of the respondents were confident that they knew enough about the commercial goals in 
order to carry out their day-to-day working activities. 3 Respondents indicated that they were 
partially aware of the commercial goals. Only one respondent mentioned to be fully aware of 
the departmental, organisational and commercial goals. 75% of the respondents were not 
aware of the commercial goals of the organisation. The vast majority of these respondents 
clearly expressed a need to be informed about these goals. Individual sense making processes 
showed two interesting emerging topics: the membership of a sports accommodation 
management chain and the assumption that the financial results were poor. The situation with 
the concerning case organisation is that every five years the management company have to 
re-enter a tender process with the owners of the leisure accommodation (the local council). 
During the primary research period, the company had just entered the tender process. Some 
change recipients were under the impression that the contract was not going to be renewed 
with the current management company. They thought that the company is likely to fail the 
tender process. In this case the commercial goals would not be useful anymore. The other 
emerging assumption was that the company has booked poor financial results. This situation 
shows that communication is essential during change processes. In this case a lack of 
communication (through the eyes of front line employees) will result in individual sense 
making processes. These processes are based on assumptions not on facts, because the 
actual financial figures of the company show a positive result (since 4 years). This shows that 
‘over communicating’ is far more important than neglecting communication.  
 
Question 7: How would you describe the new working routines after the culture 
implementation?  
 
The vast majority (62%) of the interviewees mentioned that nothing has changed in their 
working routines. The remaining 38% thought that their practical routines has changed in 
terms of operational issues. Interestingly none of the respondents linked this question to 
commercial working routines. The emerging topics were more operationally focused. This is 
because of the cost reductions and the newly introduced multi-tasking approach. This 
approach sometimes results in chaotic situations. Front line employees have learned how to 
create order in these situations, by setting up their own systems and procedures. During the 
participative observations this was evident in two departments: the reception and the food 
service departments both had multiple systems on how to work with accommodation 
reservations, invoice instructions, order handling and stock management. By further digging 
deeper in this observation it seemed that this was part of the sense making process on how to 
deal with chaotic situations. Every concerning respondent worked with their own system, 
despite the fact that there were clear instructions and standard operational procedures. In 
order to deal with multi-tasking, procedures were shortened, adjusted or not used at all. So 
all of the emerging topics during the interviews were about how to deal with operational 
bottlenecks rather than commercial issues. In fact none of the respondents mentioned any 
commercial topic in terms of working routines. No proof was found of any commercial 
routines, such as upselling or cross-selling. This shows that in terms of routines, there is no 
proof of a commercial organisation.  
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Question 8: What did the change program meant for you and your department? 
 
25% of the research sample shared the opinion that the change program meant nothing at all   
for themselves nor for their relating departments. The other 75% showed a wide range of 
topics and associations (see the below table 9.1 for an overview). 
 
The above table shows a very wide range of associations that respondents have in relation to 
the change program. The diversity of the topics shows that every front line employee goes 
through their own unique sense making process. All individuals experience change in a 
personal way. The results show an equal distribution of negative, positive and neutral 
associations. This means that for the case organisation, only 25% of the respondents have 
positive associations with the change.  
 
 
 
Department  Topics  Associations  
Fitness/  
Swimming Teachers 
Generating more revenue by selling more subscriptions.  +/+ 
Fitness/  
Swimming Teachers 
Less activities for customers to choose from. Only the 
lessons and packages with the highest profit margins are 
kept in the product portfolio. In the past we were far more 
diverse with our product offerings.  
-/- 
Fitness/  
Swimming Teachers 
An increase in marketing communication materials, 
including apps and e-mailings systems to communicate 
with customers.  
+/- 
Fitness/ Swimming 
Teachers  
The day-to-day operations are more chaotic now.  -/- 
Fitness/ Swimming 
Teachers 
The department (and myself included) are selling more 
private lessons now. My commercial awareness has grown 
during the change program.  
+/+ 
Food Service  Becoming more flexible and adjust the daily work 
according to the stages of the tender process. Adapt to 
seasonal influences and low demand periods.   
+/- 
Food Service  For me this meant developing more marketing actions. 
However, this has only been applied on a very limited 
basis.  
+/- 
Reception  For me and my department it meant that the work has 
become very chaotic. It is very hard to find any structure 
and order in the daily work. I do not see selling or 
commercial activities as my task. My task is to refer 
enquiries to the appropriate departments.  
-/- 
Reception  For me the change meant that we are now working with a 
lot of different systems. Everyone is using their own 
system. There is less communication, due to a shortage of 
meetings. There is hardly any marketing materials, such 
as brochures.  
-/- 
Reception  For me the change program meant that we should not 
take it for granted that clients are visiting us. We need to 
develop our customer retention skills.  
+/+ 
Reception  
 
The department and myself are more proactive now with 
sales research questions. We are now better equipped to 
qualify a lead.  
+/+ 
Technical Service The department is more aware of our impact. The 
technical state of our facilities have a direct impact on the 
commercial result.  
+/+ 
Table 9.1, associations: +/+ = positive, +/- = neutral, -/- = negative 
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Question 9: What’s your definition of a commercial organisation? Do you feel that the 
organisation is more commercially aware now?  
 
The most occurring topics that derived from the content analysis are shown in table 9.2.  
 
 
When analysing the results of the above table, it seems that there is consensus about the 
definition of a commercial organisation. This is indicated by the distribution of the content 
topics. The two main topics seem to be a marketing orientation and a customer centric 
approach. The results indicate that the research sample has a clear image of what a 
commercial organisation is. A customer centric approach means that organisation members 
ought to think from the customer’s perspective rather than from the organisation’s 
perspective. Indicators of a customer centric approach are customer satisfaction and 
customer retention. A remarkable finding in the data, is the fact that only 25% of the 
research sample mentioned an increase in revenue/ company sales as a main indicator of a 
commercial organisation. By further investigating this notion it, seemed that the vast majority 
of the sample did not see it as their task to increase the revenue of the organisation. 75% of 
the sample referred to either another department or the management as being responsible for 
increasing the revenue and sales of the organisation. Apart from the low score on ‘hard’ 
indicators of commercialism, such as profit and revenue, it seems that the interviewees have  
a clear picture of the definition of a commercial organisation. The topics and associations 
reveal that the respondents have a clear picture of a commercial organisation. This image 
does not show any deviations compared to what a ‘normal’ commercial organisation is. 3 
respondents mentioned the importance of solidarity and a team orientation as an important 
driver for a commercial organisation. These interviewees felt that due to cost cutting, less 
staff meetings and hand over opportunities were available for them. Their conclusion is that 
with low levels of communication it is very hard to work in a commercial way. They further 
more emphasized the importance of team work. Their thought is that a commercial 
organisation can only be built on team work rather than on individual oriented work.  
 
Question 10: Please describe the old organisation compared to the new organisation. What 
were the most important events? Describe the journey that you went through during the 
implementation.  
 
The content of table 9.3 reveals that the culture of the organisation has changed. The table 
summarises descriptive terms that respondents used during the participative interviews. The 
previous cultural context is referring to the situation in which the case organisation was 
managed by the local council. The organisation operated on a non-profit basis. The current 
cultural context refers to the situation of the previous year. During this period the change 
program was initiated. The distribution of the content shows us that respondents have 
different associations with culture. It seems that culture is built upon many themes and 
associations. The most important finding of the culture comparison is that 50% of the 
 Topics  Department 
F R T F/S Total 
(1) Marketing orientation, investing in PR campaigns  4 2 1 2 9 
(2) Customer centric approach  2 4 0 3 9 
(3) Generating more revenue, increase company sales  2 1 0 1 4 
(4) Increase profit margins  0 1 2 0 3 
(5) Adjusting product offerings to local market demand  1 0 1 1 3 
(6) Solidarity / team orientation  1 1 0 1 3 
Table 9.2, Departments: F = Food Service, R = Reception, T = Technical Department, F/S = Fitness, 
Swimming Department 
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respondents find the current culture individually oriented. All of these respondents marked an 
individual orientation as negative.  
 
 
 
 
 
  
 
 
  
 
 
Another remarkable finding is that when referring to the old situation, respondents use more 
positive terms, such as friendly, solidary, family and involvement. Respondents use more 
negative terms for the current cultural context such as hard, unsociable, negative, narrow 
focused and unfriendly. When we shed light on the old and the new situation it makes sense 
that there are more negative associations with the new situation. In the old local council 
situation, the situation was better compared to the current situation. There was no financial 
crisis, no focus on costs or margins, more budgets for social activities such as staff parties, 
etc. And more importantly there were far more subsidies available for both the leisure 
accommodation itself and its visitors. An interesting finding emerged during the culture 
analysis. The length of employment of the concerning employee seem to be important. 
Especially the workforce who worked for a longer period with the company (a period of +8 
years/ 9 respondents) had more negative associations towards the change. When analysing 
the most important events through the eyes of the respondents it seems that one event is still 
top of mind. More than half of the interviewees (63%) mentioned an introduction meeting, 
when the new management organisation was introduced. The organisation acquired all the 
staff of the previous local council. The new management organisation is part of a commercial 
company managing multiple leisure accommodations. Right after acquiring the management 
contract of the concerning case organisation, the management company introduced the 
change program. This was done during a launch event. All staff members attended this 
meeting. Several topics were discussed during this meeting, such as marketing actions, 
standard operation procedures, revenue targets and training and development. The overall 
perception was that more budgets would be available for marketing support and trainings. 
After six months the new management started to focus more on margins and costs. The 
majority of the respondents who mentioned the introduction event were somehow 
disappointed. They felt that they did not get the support that was promised to them. The 
focus on sales, margins and costs was new for the majority of the interviewees. Without the 
Table 9.3, Culture comparison 
 
 
MSc Thesis Managementwetenschappen - Sander Verkerk 850444392   
98 
 
subsidies from the local council, the company had to be turned around very quickly. Due to 
cost savings, the budgets for marketing actions and supporting trainings were reduced 
significantly. All of these actions and events contribute to the negative assumptions towards 
the suggested change.  
 
Question 11: Out of the list below: Please list the most important change you have noticed / 
or you are aware of since the implementation of the new organisation (please select one 
option only):  
 
□ Company culture changed  □ Change in operations: flexible working hours, etc. □ Working 
atmosphere/ climate changed  □ I did not notice a difference □ More staff training  □ Staff 
motivation increased  □ My tasks changed □ I feel more involved now □ Departmental and 
individual goals are more clear to me □ None of the previously listed changes, but ………….  
 
Please indicate why you have selected your option. Why is it more important compared to the 
other available options. 
 
The results of question 11 are summarised in the below table 9.4.  
 
 
Table 9.4 shows a fairly moderate distribution of answers. 4 respondents mentioned that their 
tasks have changed. 3 of those respondents found this negative. They felt that the multi-
tasking approach not only creates chaotic situations but also prevents the organisation to 
implement commercial activities. It is their view that time and resources are needed in order 
to fully implement a commercial organisation. Another 4 respondents found a change in 
working atmosphere the most significant noticeable change. 1 of those respondents noticed 
both positive and negative occurrences in relation to the working climate. The other 3 
respondents felt that the working climate had changed in a negative way. All 3 respondents 
who found culture change the most important change had negative perceptions towards the 
change. They were under the impression that the family oriented working culture and 
atmosphere of the past had disappeared. Two additional themes emerged during the analysis 
of the answers: (1) no proof of a commercial organisation and (2) individuality. More than 
half (56%) of the respondents explicitly mentioned that they did not find the organisation 
commercial. All of these respondents were under the impression that there was still no sign of 
a commercial culture. Almost one third (31%) of the research sample mentioned that they 
found the working atmosphere individually focused. This was seen as negative, especially 
compared to the more family/ group orientation of the past.  
Table 9.4, Primary change topics 
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Appendix 10 – Transcript Summary Case Organisation 2 
--------------------------------------------------------------------------------------------------------- 
Date:   July, 2015 
Total Sample:  20 interviewees 
Departments: Swimming/ Fitness (7 respondents), Food Service (4 respondents),  Reception  
                   (5 respondents), Housekeeping (2 respondents), Technical/ Facilities  
    Departments (2 respondents) 
--------------------------------------------------------------------------------------------------------- 
 
Question 1: What do you think is positive and negative about the recent changes/ change 
project?   
 
The majority of the associations that the respondents had were positive (62% positive 
associations). The positive associations varied, such as: ‘having impact on the future of the 
organisation’ and the ‘freedom to develop commercial activities, based on own initiative’. After 
digging deeper into the answers it seems that one topic emerged that had a positive impact 
throughout the change process: ‘being empowered to build commercial activities on own 
initiative’. The management of case organisation 2 started the change initiative based on a 
top-down approach. After setting a clear vision and goals, the role of the management 
changed from leader to coach. After the coaching phase, the management stepped aside and 
left the organisation members on their own to develop their own sense making processes and 
activities in relation to the change program. Several actions and ideas emerged, such as the 
formulation of a marketing work group. Other organisation members came up with their own 
initiatives and ideas, such as PR, advertising and sales plans. These activities emerged 
spontaneously. Throughout the interviews it was clear that employees experienced 
empowerment as very positive. Apart from positive themes, neutral and negative 
connotations also emerged, such as ‘balancing quality and costs’ and ‘a decline in primary and 
secondary benefits’. The change program also meant that budgets and operational costs had 
to be reduced. Respondents found it difficult to balance between costs and delivering quality. 
Especially employees who joined the company during the local council period showed negative 
associations with the change program. This can be clarified by the fact that in the old situation 
the employee benefits were better compared to the new situation (after the privatization 
phase of the organisation).   
 
Question 2: Did you feel involved, during the initiation phase of the change program? 
 
The vast majority of the respondents (70%) found that they were involved during the change 
process. Five positive change topics emerged in relation to this question: (1) Openness/ 
interaction management; (2) Annual event; (3) Staff meetings (4) Marketing work group (5) 
Informal dialogue. The answers emphasize the importance of dialogue during change 
processes. Events and staff meetings were mentioned as a necessity to share ideas and to 
verify whether there is alignment between the management’s vision and the actual work floor 
activities (4 respondents). The importance of training was also highlighted during this 
question. Several respondents were very positive about the possibilities of training 
opportunities. They not only saw training as a chance to further develop skills but also as a 
necessity. In their opinion the organisation had never been used to a commercial approach. 
The respondents were under the impression that they had to start from scratch. It was 
therefore seen as a matter of the utmost importance. Especially in the beginning training was 
used to develop skills and competences in order to support the change initiative. In the 
current situation bottom-up change initiatives are slowly taking form. Staff members are 
asking spontaneously for training opportunities in order to build their commercial skills and 
competences.  
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Question 3: After the installation of the new (commercial) organisation, could you clearly see 
that the behaviour of your colleagues was changed? What about yourself? Are you more 
commercially aware now?   
 
2/3 of the research sample mentioned that they experienced a behavioural change. 45% of 
the associations that respondents experienced were seen as positive. The most occurring 
themes were: an increase in commercial behaviour, pro-active customer approach and 
centralizing the customer during the day-to-day working activities. 25% of the associations 
with staff behaviour were negative, such as an increase of resistance and situations of conflict 
because of budget and staff reductions. It is clear that a behavioural shift occurred during the 
change process. Employees are aware that commercial behaviour is necessary in order to 
survive. There was a clear sense of urgency that the organisation had to change. This is 
clearly integrated in a change in behaviour. During the observational interviews it was evident 
that employees showed commercial behaviour. Examples were cross selling, up-selling and 
pro-actively gathering customer information (such as e-mail addresses, telephone numbers, 
etc.) for marketing follow up activities. A new topic emerged during the analysis of question 
3. The working background of the concerning respondent does play a significant role in terms 
of their attitude towards the change. It was found that employees with a commercial 
background (7 respondents, who worked for commercial organisations before they joined the 
company) were more willing to accept the change. For them the change program was not a 
big deal. They were already used to work in a commercial setting.  
 
Question 4: In what way were you supported during the culture change? Did the trainings 
help? What skills have you developed? 
 
The commercial chain held an introduction meeting. During this meeting the new direction of 
the organisation was explained to staff members. This meeting was seen as both positive and 
negative. For the workforce who had joined the company before the privatization phase, it 
meant that they had to give in a lot of primary and secondary benefits. From their point of 
view it meant that they had to ‘work more for less’. Budgets and costs were reduced 
significantly after the introduction meeting. The meeting also had positive associations. The 
new chain introduced several training and marketing programs. Staff members felt supported 
with the training opportunities and the marketing initiatives that were introduced at head 
office level. The local organisation was also supported in terms of commercial infrastructure, 
such as the installation of a customer relationship management system and sports and leisure 
management tracking systems. These systems were introduced in combination with trainings 
and formed a basis for commercial work processes. 75% of the respondents felt that they 
were supported during the culture change. Apart from training and skill development efforts, 
team building opportunities were also seen as a driver of change. Commercial skills were 
clearly developed and shared amongst team members.    
 
Question 5: Did your tasks change in your job role, since the implementation? 
 
35% of the respondents found that their tasks shifted towards selling and/ or marketing 
activities. 55% of the respondents associated the change initiative with multi-tasking. From a 
task point of view it can be concluded that there has been a shift to a more commercial 
organisation. Multi-tasking has both negative and positive associations. With a multi-tasking/ 
multi-role perspective more competences and skills can be developed. It furthermore provides 
a basis for career progression for staff members who would like to change job roles within the 
organisation. This is seen as a very positive aspect of multi-tasking. The negative side of 
multi-tasking is that it can result in a lack of focus and conflicting issues. With its seasonal 
nature, the leisure industry can be chaotic, with peak demand periods. It is during these peak 
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moments that multi-tasking can be effective. An example of this is that a food service 
employee can help out in the reception area or vice versa. It also creates a more flexible work 
force. Leisure organisations had to reduce budgets significantly. Because of this flexibility is 
necessary in order to survive. Some respondents also found multi-tasking not supportive for 
the desired commercial behaviour. The argument here is that in order to develop commercial 
skills it is necessary to have some form of focus. Multi-tasking can dilute the focus on 
commercialism.  
 
Question 6: Are the departmental commercial goals of the organisation clear to you? 
 
All the respondents were aware of the overall commercial goals of the organisation. 
Commercial goals were first launched during the introduction meeting of the new leisure 
chain. After this meeting, the goals were integrated in operational staff meetings. The 
tracking of the results is discussed during quarterly meetings. The organisational goals have 
therefore been set  ‘alive’ within the organisation. With the installation of the overall goals it 
can be concluded that there is a form of commercial direction for the company. However, the 
overall goals have not been fully translated to departmental goals. 40% of the respondents 
were aware of the existence of departmental goals. The majority of the research sample was 
not aware of goal setting at a departmental level. After verifying this notion with the 
management it was clear that departmental goals are the next step in the change process.  
 
Question 7: How would you describe the new working routines after the culture 
implementation? 
 
65% of the respondents shared the opinion that new working routines were developed. 19% 
of the working routines were developed in a commercial way. This means that a mental shift 
took place from task based working routines to commercial based working routines. These 
respondents felt that they were much more focused on the customer compared to the past 
situation. The vast majority of the respondents (63%) developed working routines built 
around dealing with an increase in activities and the multi-tasking approach. An interesting 
research insight was that the staff experienced this as positive. They developed new 
prioritization skills by dealing with a heavier work load.   
 
Question 8: What did the change program meant for you and your department? 
 
85% of the respondents mentioned that the change program had a significant impact on 
themselves and the department. A wide range of associations were mentioned ranging from 
topics such as ‘pro-active behaviour towards customers’ to more operational issues such as 
‘problem solving’. The emerging topics can be clustered into three categories: commercial, 
operational and personal associations. Almost half of the research population (48%) shared 
the opinion that the change program had a commercial impact. This indicates that the change 
program is moving towards its initial goal: the installation of a commercial organisation. The 
variation and diversity of the topics indicate that sense making processes take place at an 
individual level. There was no proof that there were certain ‘hot spots’ to be found within 
certain groups of respondents or departments. 44% of the research sample indicated that the 
change also meant that the operations had changed. Multi-tasking was introduced in order to 
cope with cost cutting and to increase the flexibility of the organisation. The change program 
is therefore also associated with operational changes.  
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Question 9: What’s your definition of a commercial organisation? Do you feel that the 
organisation is more commercially aware now? 
 
The answers here indicate that there is no unilateral definition of a commercial organisation. 
20 different topics emerged in relation to this question. The most occurring topics were: 
‘marketing activities’ and ‘customer focus’. There was no gap between the management’s and 
front line employees’ definitions of a commercial organisation. Typical commercial 
associations were mentioned, such as increasing revenue, and service orientation, focus on 
profit margins, etc. All the respondents indicated that the organisation was no more 
commercially aware of its environment. The wide range of topics indicate (just like question 
8) that there is no single definition of a commercial organisation. Front line employees seem 
to make sense of commercial change, based on their own individual associations.  
 
Question 10: Please describe the old organisation compared to the new organisation. What 
were the most important events? Describe the journey that you went through during the 
implementation. 
 
The emergent themes of this question are very diverse. There is no single dominating theme. 
The most occurring themes however, reveal that there has been a significant cultural shift.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The above table (Table 10.1 Culture comparison) affirms that a more professional and 
commercial culture is starting to take its form. This is reflected by associations such as more 
´sales oriented´ and ´structured´. After clarifying the answers with the respondents it 
Table 10.1, Culture comparison 
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became clear that a new direction and vision resulted in a new organisational culture. The 
organisation is managed as a commercial company, which is accepted by the majority of the 
respondents. Commercial behaviour was therefore visible during the daily working 
environment of front line employees.  
 
The most important event that was mentioned in association with the culture change, was 
management oriented. Half of the research population mentioned that a change of 
management (40% new management/ management team, and 10% resignation previous 
manager) was a major event that stimulated the culture change in a positive way. The new 
management had a more commercial background compared to the previous management 
team. During the observational interviews it also became clear that some ones background is  
  
 
 
 
 
 
 
 
 
 
 
an important stimulating factor of a commercial change process. Respondents who had 
previously worked for commercial companies did not have any negative associations with the 
change program. For them commercialism was normal. They did not have to go through the 
same mental shift as respondents who only had a local council back ground. Front line 
employees with a commercial background were supportive to other team members in 
developing commercial skills. It was found that the older generation (with a local council back 
ground) was more receptive to guidance from peers than from direct management team 
members. In addition to this finding, it was also evident that (just like in case organisation 1) 
the length of employment seemed to matter in relation to positive and negative associations 
with the change initiative. Respondents who worked for the company for a longer period (11 
respondents) were more negative towards the change compared to the newer generations.   
 
Question 11: Out of the list below: Please list the most important change you have noticed / 
or you are aware of since the implementation of the new organisation (please select one 
option only):  
 
□ Company culture changed  □ Change in operations: flexible working hours, etc. □ Working 
atmosphere/ climate changed  □ I did not notice a difference □ More staff training  □ Staff 
motivation increased  □ My tasks changed □ I feel more involved now □ Departmental and 
individual goals are more clear to me □ None of the previously listed changes, but ………….  
 
Please indicate why you have selected your option. Why is it more important compared to the 
other available options. 
Table 10.2, Events in relation to culture change 
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Question 11, also supports the fact that a culture change took place. After verifying the 
answers with the respondents, it was found that front line employees associated working 
climate and atmosphere as synonyms of company culture. Based on this notion we can 
therefore conclude that half of the research sample indicated that the culture was changing. 
Positive indicators that supported the culture change were empowerment, meetings, trainings 
and management support.  
 
  
 
 
                                  
 
 
 
 
 
 
 
 
Involvement was also experienced as a stimulating factor during the entire change process. 
An interesting finding is that self-emergent processes occurred during the change program. 
For example, a marketing work group was founded based on a spontaneous idea that was 
introduced during a quarterly meeting. This bottom-up initiative was seen as very positive, 
because group membership is based on a reflection of the total organisation. This means that 
all departments are included in the work group. Table 10.3 shows us that front line employees 
identified the culture change as an event itself. It is clearly top of mind and is part of the daily 
working routine. It can therefore be concluded that the culture change has been integrated. 
Table 10.3, Primary change topics 
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Appendix 11 – Additional figures/ tables 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Table 11.12, Frequency individuality / event themes, case organisation 1  
 
The above table shows that individuality and events play a significant role during sense 
making processes. 18% of the answers that were given during the primary research included 
a reference to the introduction event. 12% of the total answers included a relation with the 
theme ‘individuality’. In the vast majority of the cases, individuality was seen as negative.  
 
 
 
Table 11.23, Frequency commercial change theme, case organisation 2   
 
The above table shows the frequency of the commercial change theme per question.  
 
                                         
2 The individuality and event percentage is calculated by dividing the total frequency by the total number of 
questions (= 16 participants x 11 questions) 
3 The % of total associations is calculated by dividing the relevant associations by all occurring associations per 
question. For some questions there are more associations than respondents, such as question 10.  
New 
Management 
Figure 11.1, Historical main events, case organisation 1 and 2 
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Appendix 12 – General Manager Interview Transcripts 
-------------------------------------------------------------------------------------------------------------- 
Date: 02/09/2015  
Case Organisation 1  
Function interviewee: General Manager 
 
-------------------------------------------------------------------------------------------------------------- 
(1) You start your role in 2011 as a general manager. What were your first impressions of the 
organisation?   
The organisation could be best described as a chaos. There was no structure whatsoever. There was a 
new management team, who were still in the starting phase. They also had to pick up their work, based 
on a very chaotic situation. It was a very difficult situation because we had just won the tender 
agreement. Just like many other swimming pools/ leisure organisations, the concerning local council had 
outsourced its sporting facilities to a management chain. One of the contractual agreements was that we 
were not allowed to change anything in the operations, during the first year. So the first year was 
therefore very chaotic. We were very operationally focused. One of the first priorities was to adjust our 
products and services to the demand in the market. This exercise symbolizes the shift towards a market 
organisation rather than a governmental institute. In the preceding period, the working environment of 
the organisation was very turbulent. Several interim directors managed the company in a very short time 
frame (1,5 years). The financial situation of the company could not have been worse. We were operating 
with an operational loss in the beginning period. It was not an easy start.  
(2) Could you describe the culture, when you started your role? Which associations emerged?  
I would describe the culture as ‘freedom and joyfulness’ in the beginning. Despite the concerning 
financial situation there was no sense of urgency. Everyone just drifted along with the flow and 
everything was ok. In fact I did not encounter resistance in the initial starting period. In general 
employees seemed very open and approachable. Because we were not allowed to change anything, as 
described in the previous question, there were hardly any confrontations or conflict situations. So after 
the first year, I was able to gradually make changes. One of the first changes was to work more flexible 
hours, according to the demand of the week. Another major change was the introduction of multi-
tasking. This means that team members can be asked to perform tasks that do not belong to their 
department. An example is a food service employee working for the reception department. The existing 
workforce did not accept this change. The result was resistance. The organisational cultural context used 
to be based on a typical local council mentality. There was nothing to worry about. Budgets could easily 
be stretched. There were many staff parties, organized by the local council, including Christmas lunches, 
new year receptions, etc. Staff members were also friends outside working hours or had family ties. 
There was a sort of family culture within the organisation. We really needed a professional commercial 
culture in order to survive the financial crisis in which we operated. So after the first steps towards a 
commercial organisation, fierce resistance emerged.   
(3) Did you notice any sub cultures? Or different cultures per department?  
There was an island culture. Departments were hardly cooperating with each other. When we were 
taking the first steps in the change process, there was hardly any support from the work floor. There was 
only consensus within the management team. The situation changed when new staff members were 
recruited. These new staff members came from a commercial background. From the start they had a 
positive impact on other team members who were willing to support the commercial change initiative. 
This situation resulted in an entrenchment situation with two groups: one group in favour of the change 
and another group who is against the change. Both groups are distributed amongst all departments. So 
there are no different departmental cultures. My estimate is that we are currently stuck on the change 
balance. I would say that 50% is supporting the desired commercial organisation and that the other half 
is against it. We do not have major reorganisation budgets, so the change project will be very low 
budget. Our organisation will not have major training budgets to spend, so we will be working with a 
‘train the trainer principle’.  
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(4) If you look back at your starting period with the company, how would you rate the commercial 
awareness/ customer focus, on a scale of 1-10. Could you please explain?  
I would give commercialism a 2 on a scale of 10. Customer awareness would be a 4 on a scale of 10. 
Employees are still not showing any signs of up-selling or cross-selling. We still need to work on the 
basics. Commercial trainings are to be planned in the autumn period. We are still far away from a higher 
mark. So we need to develop the commercial side of the business step by step. We should also take into 
consideration that commercialism is still new for the entire company. Since the start of the organisation 
in the early 1980’s there was a typical institutional culture which you will find in many governmental 
institutions such as local councils, schools and ministries. There used to be an atmosphere in which it did 
not really matter whether customers used the facilities or not. There were no consequences if the 
organisation made a loss. This culture was built in 30 years. A significant proportion of the staff members 
have been with the company for many years. I am fully aware that you cannot change a company 
culture that was formed during 3 decades. Customer awareness was also very low in the beginning. I 
noticed that staff members were very focused on tasks and on themselves. In the beginning I was under 
the impression that customers were secondary. We have changed this attitude now. We are getting 
there, but we need to develop staff members step by step in order to establish a new commercial 
culture.  
(5) How would you describe the ideal company culture? How would the ideal organisation look like? What 
type of employee behaviour would you see in this culture?  
The ideal company culture would be team oriented. We would be working as one team to serve the 
customer. I would definitely see pro-active behaviour. In the ideal organisation a mental shift has been 
made that the customer is nr. 1. and that our existence depends on how much customers spend. 
Employees would take on the responsibility to serve the customer and sell our products and services in a 
pro-active way. We would have left the old task oriented culture behind us. With a real team spirit I 
would also see that employees motivate and challenge each other to become better. Self-learning 
processes would occur on a daily basis.  
(6) You have described the organisation which you engaged with from the start of the commercial 
process. You have also described your ideal organisation. Where are we now?  
We are still far from the ideal situation. We have made the first steps. This means that we have created 
our vision and overall company goals. The next step will be to make commercialism a taken for granted 
skill with staff members. In order to do this we need to translate the organisational goals into clear 
departmental targets. We also need to come up with an internal communication plan. The content of the 
messages need to be focused on positive experiences of the change program with both customers and 
employees. The current state of the organisation is that we are still acquiring the basic steps. We still 
have a long way to go.  
(7) What is your plan to move the organisation from the current state to the next phase?  
The first step is to install an organisation with self-supportive departments. As a general manager I still 
have to interfere with the local operations. I first need to train the middle managers with their 
departments to become self-supportive. So my plan involves a lot of training and coaching activities. We 
need to start with the basics. This means that we will create standard operation procedures, manuals, 
etc. During the autumn period we have scheduled customer service and sales trainings. Once we have 
supported the staff with training and coaching, it is time to introduce departmental goals. I do not think 
that the organisation is ready yet for departmental goals. We need the time to develop the organisation 
step-by-step. I know that we have a lot of staff members that are keen to learn more commercial skills, 
so this will have a positive effect on the entire change program.   
(8) Which obstacles do you still need to remove in order to install the desired company culture? 
The most important obstacle right now is that there is no appreciation for the change program. There is 
hardly any sense of urgency. I do not think that the majority of the staff is aware of the consequences if 
we do not deliver better results within the next couple of years. So that would be my biggest obstacle 
right now. I would be very happy if the majority of the staff population would understand why we are 
installing a commercial organisation. Another obstacle is a lack of knowledge and skills. We have to 
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acknowledge that our organisation does not have the skills and competences yet in order to be 
transformed to a more professional and commercial organisation. So filling the knowledge gap would be 
a major help. Once these obstacles are removed we can take the organisation to the next step.  
(9) What are you currently missing in order to remove the obstacles of question 8? 
Management team members have joined middle management trainings. The next step will be to train 
work floor employees. I am simply missing the training budgets. Our learning and development budgets 
are very limited. The training plan is ready. So with or without budget we will start anyway. In order to 
save budget we will start with a train the trainer principle.  
(10) Is the operating model based on tender contracts? How many years do you look ahead as a 
manager? 
The operating model is indeed based on tender contracts. We have just extended our contract for five 
years. This business model makes it very hard to justify long term investments, such as change 
programs. Why investing if we have 33% change of winning a contract? You will find that in the 
beginning stage of a contract that there is more room and budget for investments via the head office. 
Time wise it is very convenient now that I have recently shared a development plan for the company. If I 
would have presented this plan in the final stages of a contract it would be very hard to get a green light 
for investments. So hopefully we will receive financial support in order to launch the development plan. I 
do not look more than 5 years ahead. Nowadays our business is too uncertain for long term planning. In 
relation to our organisation, looking ahead 1 year could be classified as long term.  
(11) Describe the percentage of time that you allocate to long term planning activities (strategy,  
marketing, target/ goals setting, policy, new real estate developments, etc.). 
In the current situation I am spending 25% on strategic tasks and 75% on operational tasks. This 
depends on the period. At the end of each year an annual plan for the next year needs to be presented 
to the management of the company. In the winter period, I am therefore allocating more time to 
strategic issues (40%). Once the organisation has been moved to the next stage of the change program, 
I am expecting that my time allocation will shift to 50% strategic tasks and 50% operational tasks.  
(12) In which way are you supported by your manager, in terms of change management? Or is there a 
central HR function for support?  
There is support from the head office in terms for HR matters. I find this support very professional. In 
our local organisation we do not have a person who is fully dedicated to HR management, so I definitely 
need the advice regarding people related matters. In terms of change management our head office is 
slowly starting to learn that we need to build more competences in our organisations. In general you will 
find that managers are not equipped with change management skills. My location does not differ from 
any other swimming pool or leisure centre. So all locations encounter the same issues. We do have 
regional general manager meetings. During these meetings change management is often discussed. We 
also tend to share best practices. I have recently started with a change management course myself. So 
summarised there is support, but as an organisation we are still in the learning phase ourselves.  
(13) It is clear that your location has clear organisational goals. How do you operationalize these targets? 
How do you make sure that these goals are integrated in the day to day work activities on the work 
floor?  
I make sure that during departmental meetings and staff meetings the goals are mentioned and 
discussed. I want to ‘set the goals live’ within the organisation. This is still not fully integrated. I need to 
keep on top of it. If I am not pushing for it, you will see that after a while the goals will disappear from 
meeting minutes. I am also in favour of ‘management by walking around’. There are two main 
advantages: the possibility of feedback from employees and stimulating that people perform according to 
the set targets. We are working hard to establish the goals in the organisation, but we are not there yet. 
In our organisation you will not find employees who are proactive in terms of our organisational 
direction. During staff meetings, for example you will not find employees firing questions at me about 
our goals.  
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(14) Are you under the impression that employees are involved with the commercial change program? 
To a certain extent, yes. There is involvement especially in the middle management team and with newer 
staff members. I found that employees with a commercial background are more likely to show initiative 
towards the commercial change program. Commercialism is not new to them. It is already in their mind. 
The majority of the employees however are not involved yet with the change program. They know it has 
been published, but that is about all. There are no bottom-up change processes and you will not find any 
pro-active behaviour.  
(15) Let’s say if I walk around in the organisation and would randomly ask employees whether they are 
aware of the commercial goals of the company, how high would the percentage of respondents be 
who is able to mention the goals and their meaning?  
Depending on the department you will find a percentage of 30%. This percentage would be the 
maximum. It might differ per department. Generally speaking, the food service department would be 
more aware of these goals. The reason for this is that they have always been selling products. This is not 
the case with for example the reception staff. We are still stuck with remains of the old culture. 
Employees are simply not interested in these goals. They still think it not relevant for them or their 
departments. They see goals and targets as typical management issues.  
(16) As an interviewer I am going to put myself in the shoes of the ‘typical’ employee. Let’s say that I 
am working in this company for 25 years. I am used to an institutionalized culture. All of a sudden I 
have to work in a commercial way. I will probably think what’s in it for me? I have to start multi-
tasking and I might have to work harder and longer hours. What advantages does the new 
organisation have for me? What benefits do I get from this new commercial way of working? 
In general, employees who are used to work for a local council take it for granted that they will have a 
‘job for life’. They believe that swimming pools and leisure centres will be in existence for ever. The 
harsh reality is that subsidies will be even more reduced and budgets decreased. On top of this, there 
are several older swimming pools that will be either replaced or closed. Centralization of swimming pools 
is an upcoming trend in the market. Having mentioned all this, it is clear that commercial working is 
compulsory. So the benefit is that employees who have a commercial mind set will have a better chance 
in their career. There is no alternative to neglect commercial behaviour. We simply have to embrace it in 
order to survive.  
(17) What is the most important milestone you have achieved as a manager in terms of change 
management? 
The most important milestone is that I see that the organisation is changing. The pace is very slow, but I 
have started to move the organisation towards a new organisational reality. I have furthermore hired 
new people with commercial skills who have a positive impact on the organisation and the change 
program. The next milestone is to remove the majority of negative resistance. Once the positive energy 
in the organisation towards the change outnumber the change resistors we will accelerate our pace 
towards a new organisation. My current attitude as a manager is to still keep engaging with both the 
change resistors and the employees who embrace the change. I hope that everyone will be convinced 
that supporting the change is the best option for the future of our organisation.  
(18) What is the most important event that you experienced during the change program?  
The meeting I had with my regional manager in 2012. It became apparent that we were making profit 
again in 2012. We had to cut back tremendously in our operating budget and staffing costs, but after a 
year of struggling we managed to get out of financial trouble. It was also the period in which the change 
resistance increased. The resistance is also related to multi-tasking. This approach was launched as a 
cost saving initiative. With a multi-role approach the organisation is much more flexible. It is more easy 
to cope with temporary bottlenecks such as the illness of a staff member. With multi-tasking staff 
members can work in different departments. This approach is a major source of resistance. With the past 
financial figures in mind we simply had no choice. There are staff members who do not mind multi-
tasking. In their mind it is a chance to gain additional service and commercial skills. But the minority of 
the employees feel positive about these changes.  
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-------------------------------------------------------------------------------------------------------------- 
 
Date: 03/08/2015  
Case Organisation 2  
Function interviewee: General Manager  
 
-------------------------------------------------------------------------------------------------------------- 
(1) You start your role in 2009 as a general manager. What were your first impressions of the 
organisation?   
When I started, the organisation was managed with a typical top-down style. My first priority was to 
carry out a reorganisation with the management team. I would describe the former situation as a crisis. 
Management team members were not communicating with each other. There were many conflicts 
between the management and the staff members. The results were devastating. Staff members were not 
motivated and did not show any initiative. They did not have the will or the competences to solve 
problems on their own. The entire organisation was not client oriented. This was also caused by a 
departmental approach. In the old situation you would find that departments were not keen on helping 
other departments. You would see staff members from the facilities department not helping customers 
with directions or you would not see them informing customers. ‘At that time, their response was: it’s 
not my cup of tea’. The only thing they would do is referring customers to other staff members rather 
than helping clients themselves. There was no sense of a customer orientation within the company. It 
was taken for granted that customers would come anyway. In my starting period, I would describe the 
culture as very reactive and individual. Both staff members and employees were pre-dominantly focused 
on themselves. In my opinion the previous management team was a major cause in relation to the 
development of this individual culture. For example there were no staff meetings planned in 7 years’ 
time. During this period employees did not get any feedback or general information from the 
management team. So employees were not aware of the financial situation of the company. This was 
less important, because in the previous local council period there was plenty of budget available to cover 
the majority of the cost. There was no sense of costs nor was there a focus on customer satisfaction. It 
did not really matter whether the organisation made a profit or a loss. An example of the lack of 
commercial awareness was the amount of budget spend on PR and marketing. Marketing is essential for 
a commercial organisation, but during the start period we were simply wasting budget. The local council 
would cover the cost anyway. We published advertisements in every local newspaper and via traditional 
channels such as cable tv (local television network) and paper based flyers. There was no sense of 
marketing return on investment. Luckily it is different nowadays, we have made a shift to digital 
channels and are much more cost oriented. The current situation is a total contrast compared to the 
situation five years ago.  
(2) Could you describe the culture, when you started your role? Which associations emerged?  
In the beginning, I experienced the culture as a typical family company culture. Employees would be 
employed for a long period with the company. It was an institutional culture which you will typically find 
in local councils or any other governmental institutes. There was no focus on the results. As long as you 
followed a certain procedure, it was ok, no matter what the result was. So procedures and working 
processes were prioritized above profit and customer satisfaction. The culture was furthermore 
dominated by an organisation that was compartmentalized. There was a major gap between the 
workforce and the management of the company. The culture was very hierarchical. The culture was also 
very reactive. There was hardly any cooperation between departments. All of these cultural components 
were the basis of an individual mind-set. Employees were predominantly focused on their daily tasks. 
They would simply work from a list of tasks which they would prioritize above typical commercial 
activities such as cross selling or any other form of customer interaction. It was my first priority to 
change this. Since the previous management (in relation to the local council period) was a major cause 
of this situation, I had to start with the management team. I used a coaching approach in order to create 
a much more team oriented culture. Now we are at the stage where we need to focus on the working 
floor. We are getting there but we are still on the move. The change program is therefore still in the 
implementation phase.  
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(3) Did you notice any sub cultures? Or different cultures per department?  
There were different sub cultures, especially in the food service and the swimming / leisure departments. 
A lack of communication between departments was noticeable. There was hardly any feedback between 
organisational functions. I could clearly see two types of sub cultures. One culture in which members 
acted as ‘trustees’. In this subculture members acted with a certain distance. They worked on their daily 
task list but would not exceed themselves, nor would they push others to obtain ambitious goals or to 
serve customers. The other sub-cultural influence could be described as a blame culture. Organisation 
members were very cautious in taken own initiative. No one really experimented with new initiatives, 
because organisational members would find the risk too high. If things would go wrong the blame would 
be directed to the initiative owner. This sub culture was a major restraining force for entrepreneurial 
behaviour, which is so important for a commercial organisation. In the beginning period, the 
management itself was dominated by a dictatorship type of management. Organisation members would 
not dare to walk into a manager’s office with a query, question or suggestion. This type of behaviour was 
not appreciated. The management style was very top-down. Management team members were not 
visible on the work floor. The role of a manager was different back then. Now the middle managers have 
a different role. Their tasks have changed significantly. I have taken away many non-relevant tasks, so 
that middle managers have more time for commercial activities. We are now in a situation in which 
middle managers can dedicate 50% of their time on business development activities. This is a huge 
change compared to the previous situation. I am convinced that sub cultures will disappear after the 
customer is centralized and when employees have time to focus on commercial activities. In order to 
obtain these goals, departments have to work together. A team approach is emerging more often now. 
We are getting there but we still need a lot of effort to fully integrate commercialism in the company.  
(4) If you look back at your starting period with the company, how would you rate the commercial 
awareness/ customer focus, on a scale of 1-10. Could you please explain?  
In the beginning period (2009-2012) I would rate both commercialism and customer focus as a 3 on a 
scale of 10. From 2012-2014 I would give it a 5 or 6 on a scale of 10. In 2015 we have clearly made a 
difference. I would now be able to give a 7 on a scale of 10 with confidence. The next step is to fully 
integrate commercialism in all departments. To make this next step (from a 7 to 8 on a scale of 10), 
departmental goals need to be formulated. We are currently in the phase in which we will be translating 
the overall organisational goals into departmental goals. This step will be the focus of the management 
team during the autumn/ winter period of 2015. During the starting period commercialism was very low. 
I first had to get the basics right in order to build a solid foundation for a commercial organisation. My 
first priority was to reorganize the middle management team. Two key management team members 
were replaced. New managers in the food service and swimming/ leisure department started. With this 
change the middle management team was ready to engage with the workforce. Commercialism and 
customer focus were improved by setting clear goals and expectations. Annual goals were discussed 
during yearly update meetings. A clear vision and direction was launched during the first meeting. In 
order to support organisational members with their journey towards a more commercial organisation, 
several trainings were organised. One of the advantages of being part of a commercial chain is the 
training opportunities for staff members. After the start, bottom-up processes started to emerge, such as 
the start of the marketing work group. Individual team members started to enquire about commercial 
training possibilities. After the start of these initiatives, I knew that I had moved the organisation in the 
right direction. We are currently in the experimentation phase. I am now preparing departmental goals 
with the team members. This will be the next step in the implementation phase. 
(5) How would you describe the ideal company culture? How would the ideal organisation look like? What 
type of employee behaviour would you see in this culture?  
In the ideal company culture, employees show pro-active behaviour. They engage with clients in order to 
sell more products and services. Commercialism is integrated in the day-to-day working routines. I would 
also experience that every employee would work with a script, so that they do not forget to cross-sell or 
up-sell our products and services. I would also create a commercial induction program. This is necessary 
because the majority of our employees come from a sports (management) or leisure background. They 
therefore tend to lack commercial skills and competences (both from an educational/ theoretical and a 
practical point of view). The culture would be very open and continuous feedback would provide a true 
learning organisation. There would be no limit on training and course materials. I would also see 
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customer focused behaviour. This means that employees would show a service oriented attitude. Apart 
from behaviour we would also have a flawless customer relationship management system with up-to-
date address details. In the ideal situation we would also have made the shift towards digital marketing. 
So we would have several apps and digital presence in the search engines.  
(6) You have described the organisation from the start of the commercial process. You have also 
described your ideal organisation. Where are we now?  
Pro-activity is present in the minds of our employees. However I still need to keep on top of every little 
detail at the moment. So there is definitely room for improvement. I also still have to guide the middle 
management team. The next step is to work according to clear goals and targets. Ideally the middle 
managers would be able ‘to run the show’ on their own with their teams. Pro-active and commercial 
behaviour is visible. However we still need to prepare the organisation for the next step. One of the 
major priorities is to set clear goals and targets and translate them to local departmental plans. These 
plans should work as a script and the organisation should be able to integrate the plans. Performance 
against targets should be measured on a regular basis. The progress against the projected targets should 
be the basis of this integration process. The next step is that departmental goals and plans are 
formulated and that I can work on more strategic and long term subjects as a manager. I am always 
available for coaching, but ideally the middle management team should be able to run their departments 
in a commercial and customer centric way on their own. Step by step we are getting to this final phase of 
the commercial turn around project.  
(7) What is your plan to move the organisation from the current state to the next phase?  
The plan is to create a coaching plan for the middle management of the company. The start of this plan 
consists of clear customer and team targets. Ideally, the middle managers should be able to teach the 
workforce about pro-active and customer oriented behaviour. They should take the lead with their teams. 
I think that the organisation is ready now for this next step. The most important skill I want the middle 
managers to pick up is ‘managing by walking around’. I do not want to see them in the office all the 
time. They need to engage with their workforce and take the lead in terms of a commercial approach 
towards customers. In this way they will learn how to pick up feedback from the work floor. In order to 
move the organisation to this next phase, I have scheduled several trainings for both managers and 
front-line employees, including: ‘the customer journey training’, sales trainings and complaint handling 
workshops.  
(8) Which obstacles do you still need to remove in order to install the desired company culture? 
The most important obstacle is to remove the ‘yes, but…. mentality’. I still experience resistance with 
some employees. These team members would always come up with negative factors to block any new 
idea. That is what I mean by, ‘yes…but’. My experience is that this mentality is based on a psychological 
attachment to the past. The concerning team members always relate to the past and compare the old 
with the new situation (idea). In the majority of the cases they will always conclude that the past was 
much better compared to the new situation. In a way this might be true. But the world has changed now. 
We are not working in the same stable past situation anymore. Employees who are stuck in the past 
form an obstacle. They seem to be the major force of resistance. As a manager, my dilemma is: should I 
invest in convincing these employees to let go of the past and move (mentally) to the new situation? Or 
should I simply focus my efforts on staff members who are taking the lead with new ideas and use my 
energy to support them? In reality, I use a sort of hybrid construction. Resistance and negative energies 
are the most important obstacles that I have to remove in order to fully install the new company culture. 
I am also aware that I can not only rely on myself and the management team. We need the entire 
workforce to support the change initiative. Otherwise there would be a major gap between the 
management team and the workforce. This was the situation before I joined the company. I have been 
able to change this, so I would like to stick to my guns and keep coaching the organisation in the right 
direction.  
(9) What are you currently missing in order to remove the obstacles of question 8? 
The culture within the swimming pool/ leisure centre community is based on a social foundation. There is 
a strong heritage in the Netherlands that is based on social equality. The old days of endless subsidy 
streams are over now. We are in a situation in which we need to sell more in order to survive. This 
MSc Thesis Managementwetenschappen - Sander Verkerk 850444392   
113 
 
commercial mind set is a 180˚ turn compared to this culture. You will find similar cultures in leisure 
centres that are owned or managed by the local councils. Since there was no pressure to generate 
revenue, the management was focused on the operational side of the business. This is also reflected by 
the budget allocation on trainings. We tend to spend much more on health & safety and other operational 
trainings compared to commercial trainings. So what I am missing is a good HR policy which allows for 
additional trainings to commercialize the operations of our leisure centres. We are currently offering 
trainings via the head office but these are in essence ‘one offs’. We are still lacking a good commercial 
induction program and a solid commercial basic training which is repeated and adjusted according to the 
level and seniority of the concerning team member. So an increase in training budgets linked to a proper 
HR-policy is currently missing in order to fully remove the obstacles, which were mentioned in question 
8. 
(10) Is the operating model based on tender contracts? How many years do you look ahead as a 
manager? 
Every five years we need to negotiate with the asset owner, the local council. This is done via tender 
contracts. I do not tend to look in the future with a time frame of more than 5 years. There are 
exceptions in case of refurbishment work or if new real estate is developed, but in general the time 
frame is quite short. The difficult part about tender contracts is that commercial leisure chains tend to 
invest more resources in the starting period (first 3 years). In the last year of the contract, investments 
tend to be put on hold until the new tender process has finished. This short term nature of our business 
makes it very hard to work with change initiatives. If a change initiative is launched parallel with a 
renewal of a tender contract, then there is no time issue. But if change initiatives are started during the 
last year of the contract, there is hardly any support in terms of resources. You will find that location 
managers are constantly seeking support and cooperation with peers and with the head office. We are 
slowly learning how to deal with change management. The entire organisation needs to be aware that 
change management is an important competence not only for a manager but also for lower level 
employees.  
(11) Describe the percentage of time that you allocate to long term planning activities (strategy, 
marketing, target/ goals setting, policy, new real estate developments, etc.). 
During the first year of my employment I was very focused on operational activities. In the previous 
questions of this interview, it became clear that I had to sort out the organisation first, before I could 
even think about starting with change management. I first had to install the foundations of a proper 
working organisation. In the following period I could start working on long term goals. In this situation I 
could only allocate a maximum of 1/3 of my total time to strategic projects, such as change 
management. My first priority was to create a vision about the desired future state of the organisation. 
After sharing this vision, I worked with the newly installed middle management team to further develop 
the overall commercial goals of the organisation. From 2015, I have a fully operational management 
team which can operate independently. I am still there to coach them but they are fully operational now. 
This allowed me to allocate more time to strategic matters. I am currently spending about 50% of my 
time on strategic issues. I now have more time to work on the next steps of the change programs. This 
step consists of translating the overall organisational goals to commercial departmental goals. In the 
desired new situation, I want to see spontaneous commercial behaviour that results in more revenue. My 
role is switching now, from change leader to change coach. It is now up to the middle management team 
to integrate the next steps of the change program in the organisation.  
(12) In which way are you supported by your manager, in terms of change management? Or is there a 
central HR function for support?  
As a manager I was supported by my manager with training courses and coaching. These training 
courses were organized by an external company. When I started my new role as a general manager, 
there were simply no change management competences within the organisation. We have always been a 
traditional operational management company. The organisation is built around operational competences 
such as efficiency, costs, budget, etc. As an organisation we were not fully prepared with change 
management. Throughout the years we have learned how to deal with change management, but this 
topic is still not anchored in the entire organisation. I tend to liaise with peer managers to discuss change 
management issues and with my manager (who used to be a general manager himself). This shows that 
we are still in the experimental phase. We are all still learning how to deal with large scale interventions. 
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So there is support for me as a manager. But this support is still under development. We are a learning 
organisation and in terms of change management we have certainly not reached our full potential. For a 
general manager in our organisation, background is very important. I am convinced that a manager 
should have a commercial back ground and a people management orientation in order to be fit for this 
job.  
(13) It is clear that your location has clear organisational goals. How do you operationalize these targets? 
How do you make sure that these goals are integrated in the day to day work activities on the work 
floor?  
The most important tool to integrate the goals in the daily working routine is to start communicating on a 
daily basis. With this statement I mean that we need to create a continuous feedback loop between the 
management community and the staff. From a practical point of view we need to assess how we are 
performing against the set targets. This should be visible in minutes, employee dialogues, performance 
reviews, etc. So the priority now is to create a HR policy which centralizes the operational goals. In this 
new policy employees with new commercial ideas and excellent customer service capabilities will be 
rewarded. This positive behaviour will affect all peers and other organisational members such as 
managers. I want the organisation to work as a team with one clear goal: to fulfil our customer needs in 
order to generate more revenue and profit. Annual performance reviews and employee dialogues need to 
be built around the departmental (commercial) goals. We currently have a commercial organisation ‘on 
paper’. This means that every employee has a commercial job description. This does not necessarily 
mean that the concerning team member shows actual commercial behaviour. This will be supported by 
the new HR policy. We are getting support from the head office to take the next steps. My personal 
priority is to work on a solid HR foundation with my middle management team. They will get support in 
the form of trainings, coaching and dedicated HR courses.  
(14) Are you under the impression that employees are involved with the commercial change program? 
There is definitely involvement. This is shown by bottom-up initiatives such as the instalment of the 
marketing work group. Employees sometimes spontaneously enter my office with commercial ideas. 
Since we have started with the commercial change program we have also seen an increase in training 
requests from staff members. The most requested topics are sales and customer focus trainings. 
Trainings are discussed during half yearly employee dialogues. This shows that there is definitely 
involvement. There are also employees who are resistant to the change initiative. As a manager I have 
learned not to put too much effort in negative energy. I put a lot of resources and time in new ideas and 
supportive actions that will push the change initiative even further. I think more than half of the 
employees are on board now and support the change program. The scales are definitely pointing towards 
‘moving forward’ rather than ‘holding back’.  
(15) Let’s say if I walk around in the organisation and would randomly ask employees whether they are 
aware of the commercial goals of the company, how high would the percentage of respondents be, who 
is able to mention the goals and their meaning?  
My best guess would be that around 1/3 of the respondents would be able to sum up all the goals. There 
is still a group of employees who are under the impression that commercial behaviour is not part of their 
task. In the old situation organisational goals were not communicated at all to staff members. So there is 
a part of the working force who is still likely to think that commercialism is ‘not my cup a tea’. Once we 
have moved to the next stage of the change program, the score will be much higher. My next priority is 
to work with the middle management team on departmental goals. For front line employees 
departmental goals will be more appealing. Organisational goals might be perceived as too far away from 
their day-to-day working reality.  
(16) As an interviewer I am going to put myself in the shoes of the ‘typical’ employee. Let’s say that I 
am working in this company for 25 years. I am used to an institutionalized culture. All of a sudden I have 
to work in a commercial way. I will probably think what’s in it for me? I have to start multi-tasking and I 
might have to work harder and longer hours. What advantages does the new organisation have for me? 
What benefits do I get from this new commercial way of working? 
This is probably the most difficult question to answer for any manager. The difficulty is that employees 
will not receive better benefits in terms of salary or secondary benefits. So from their point of view I can 
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fully understand the notion that compared to the past, things are not as they used to be. But there is a 
whole external context that employees should take into consideration. There has been a shift in our 
society which resulted in the adjustment of our products and services. We have also lost subsidies. 
Nowadays the local councils do not have the limitless budgets that they had in the past. The economic 
situation is still pestered by the financial crisis. So I think that a certain proportion of our employee 
population is not fully aware of the situation in which we are right now. Or they simply do not care. I 
always discuss external forces in our annual meetings. And I assume that employees also read 
newspapers. If employees become more conscious about the current situation, I am sure that they would 
understand why we have to move to a commercial organisation. What employees get in return is the 
chance to work in a commercial organisation. As a manager I am also willing to let employees experience 
job rotation so that they can work in a different department. For career progress opportunities this is a 
major chance for employees.  
(17) What is the most important milestone you have achieved as a manager in terms of change 
management?  
The most important milestone that I have achieved is to gain trust within the entire organisation. In the 
beginning the organisation was not used to a manager with a commercial background. So there was no 
mutual sense of trust. After I had installed the new management team, I started to communicate and 
engage with all of our employees, via annual and quarterly staff meetings. After this phase, I could 
notice that the employee trust in me as a manager started to increase. When I saw employees who were 
confident enough to walk in my office freely, I knew I had formed the basis of an organisation that is 
built on mutual trust. I think until now this has been the most important milestone. I have spent 
significant time, resources and effort in order to build a solid foundation on which we can further develop 
the change initiative.   
(18) What is the most important event that you experienced during the change program?  
The most important experience for me was to terminate the contracts of certain employees who were 
reluctant to cooperate with the new management. When you have done everything possible to get 
someone mentally on board with the new change program there is no alternative to let go and move on. 
Although a difficult step to undertake as a manager, it was certainly necessary. People who were 
obstructing and sabotaging the change initiative had to go. Afterwards I installed a new management 
team and replaced the concerning staff members with new colleagues. What happened was that the 
positive minded employees outnumbered the change resistors. All of a sudden the scale turned from very 
negative to positive. In this period employees started to experiment with new ideas to support the 
change program. I was astonished about how fast paced these self-emergent change processes occurred. 
I literally had to step back as a manager and I had to hand over the change initiative to staff members. 
My role changed instantly from change starter/ leader to change coach. I realized that I should focus on 
rewarding employees for positive contributions to the change program. I have learned that change 
programs are very complex. The associated processes can be very frustrating and slow (which I 
experienced in the beginning), and can turn around instantly by removing negative obstacles. So what I 
have learned is that change programs are very unpredictable. The most important event was to take a 
very hard decision and terminate the contracts of certain team members. My expectation was that the 
atmosphere would be negative as a result and that I had to work very hard to get things up and running. 
I would never have expected that the working atmosphere changed in a positive direction so soon after 
this event. For me this is a confirmation that I had made the best choice, but the point I am making here 
is that change programs are always very unpredictable.  
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Appendix 13 – Financial Data 
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Appendix 14 – Newspaper Article 
                                                                                                                                                                    
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Translation Article: 
  
● Start cooperating or invest in facilities such as a camping or climbing track ● 
 
Swimming pool cannot survive without subsidies   
 
Why do private pools thrive while public (local council) pools struggle?  
 
Journalist: Ms Ine Cup  
 
Etten-Leur 
Operating a swimming pool without subsidies can only be done with secondary activities, 
which are available during bad weather conditions and by cooperating with other 
organisations, according to Peter van Ostaden, manager of the Water Theme park Splesj in 
Hoeven (Member of the Molecaten exploitation organisation, responsible for managing several 
parks within and outside The Netherlands). “An important part of our revenue is generated via 
accommodation. If we would not have the camping site, it would be very difficult for us, says 
van Ostaden. The prices we are used to pay for a swimming ticket in The Netherlands can 
only be maintained through subsidies. It is not easy to run an outdoor pool in The 
Netherlands. We are very dependent on the weather. Bad weather correlates to a loss.” 
Cup, J. (2015, July 22). Zwembad kan niet zonder subsidie, BN De Stem, pp. 2,3 
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Changing legislation does not contribute to the success of running swimming pools according 
to van Ostaden. “In 2016 the water law will change, which will probably result in an increase 
in costs.” His advice? “From a regional point of view, local councils should discuss which pools 
they would like to keep and which ones they would like to close. They should also consider to 
invest in weather independent facilities such as indoor climbing tracks.” A similar idea existed 
in 2013 for the outdoor swimming pool De Melanen, near the nature reserve De Groote 
Melanen. The local council, Bergen op Zoom liaised with a local entrepreneur who created the 
plan to convert the facilities into a recreational park, including swimming pool and an outdoor 
swimming reservoir. The area would be fenced and accessible after paying a subscription fee. 
The local council Halsteren, was not amused. It was their view that the nature reserve should 
be accessible for the public. The conversion plans were cancelled. The swimming pool now has 
weather dependant opening times, because the local council saved 150.000 EUR for both De 
Melanen pool and the Schelp pool.  
 
De Schelp, Swimming Pool  
It is likely that the opening hours of De Schelp will also be adjusted. Boris van der Linden, 
Managing Director of both pools: “A public pool cannot operate without subsidies. Center 
Parcs is able to do this, because its main revenue stream consists of accommodation. Subsidy 
streams are not always transparent.” An example of this is leisure centre De Knotwilg in 
Steenbergen with fitness, tennis squash and an indoor 25 metre swimming pool in which a 
thousand children have swimming lessons on a weekly basis, according to the owner, Peter 
Kemps. When Kemps took over the bankrupt facilities in 1999 he received a subsidy of the 
local council of Steenbergen (total amount was 250.000 guilders, divided over a 2½ year 
period). He was allowed to buy the premises (67 hectare) for 1 guilder. In exchange for this 
gesture he should be able to show positive financial figures by 2008.” De Knotwilg is now 
operational without any subsidies. “The leisure centre is multi-functional and therefore 
attracts visitors, but our main revenue stream is the swimming pool. Especially turbo lessons 
account for a large proportion of the revenue, according to Kemps. “We have customers in the 
entire region. Visitors come from as far as Dordrecht, Breda and Zierikzee. And we are very 
flexible. During the recession a lot of people sold their second cars and could not come to 
their weekly swimming lessons anymore. Everyone wanted swimming lessons on the 
Saturday. We therefore decided to schedule swimming lessons on the Sundays as well. SGZ 
Sport and Wellnes in Zevenbergen operates independently. The ‘life style centre’ offers 
several sport facilities and a swimming pool of 12 by 15 metres. This centre is also suitable 
for children parties. Owner Piet de Jong mentions that the running costs of the swimming pool 
are very high. You really have to push yourself in order to run break even. SGZ manages a 
profitable situation by selling subscriptions so that the centre generates sufficient revenue. It 
is not realistic to compare a small pool with a large pool, according to Ivo Lavrijsen, general 
manager projects, with Lacro Recreation. Lacro manages approximately 40 leisure centres in 
The Netherlands, including swimming pools in Oudenbosch and Rucphen. “The costs are 
significantly lower for smaller pools compared to 25 metre pools. The running costs increase 
in an exponential way per metre. Lavrijsen says he is able to make profit because he is a 
member of a larger organisation. Our purchasing costs are significantly lower compared to 
local councils with only one swimming pool. Additional visitors are attracted by offering 
several extra services and products, such as a sport hall, catering and fitness facilities. We 
compensate the loss of one service with the profitability of another service. But there is 
always a need for subsidies. A large swimming pool has a communal purpose. Local councils 
want low price levels for several target groups and long opening times. Sport clubs often pay 
25 to 50 percent of the cost price for an hours swimming pool rent. The cost price is two 
hundred euro.  
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Volunteers 
Lavrijsen thinks that appointing volunteers is difficult. The cost savings are not very high and 
continuity seems to be a problem with volunteers. How do you make agreements about 
absence and training opportunities? They might leave within a years’ time. It is a romantic 
thought but not very practical. Privatization is an option. Lavrijsen: “But you have to offer 
more adjacent activities. In this case the function of the building or grounds change, which 
means that you have to acquire planning permission, which can be difficult hurdles to take for 
the local councils”.   
 
Captions Article: 
 
● In The Netherlands, 17 percent of the inhabitants (aged 6-79 years old) make use of indoor 
swimming pools. ● 
 
● The expected number of visitors of indoor swimming pools in 2016 and 2018: 
2016 
- City areas: +300 
- Countryside areas: -700  
 
2018 
- City areas: +200 
- Countryside areas: -3400 ● 
 
● The average distance to a public pool in the West-Brabant region is 4 km (maximum). ● 
 
● In 2012 there were:  
2.6 swimming pools per 25.000 inhabitants.  
5.1 pools per 100 km2 (including public and private swimming pools). ● 
 
● The cost for a ticket of a public pool was in 2011/2012 on average between 3 and 5 EUR. ● 
 
 
Pools in the West-Brabant Region  
 
De Knotwilg  
Steenbergen  
Indoor Pool  
De Plantage  
Hoogerheide   
Outdoor and Indoor Pool  
De Banakker  
Etten-Leur  
Indoor Pool  
De Meermin  
Steenbergen 
Outdoor Pool  
Blankerhove  
Oud Gastel  
Outdoor Pool  
Bosselaar 
Zevenbergen 
Outdoor Pool  
De Melanen 
Halsteren 
Outdoor Pool  
De Stok  
Roosendaal  
Outdoor and Indoor Pool 
De Niervaert  
Klundert  
Indoor Pool  
De Haestinge  
St. Maartensdijk  
Outdoor Pool  
Laco  
Rucphen  
Outdoor and Indoor Pool 
Het Volkerakkertje  
Fijnaart  
Indoor Pool  
De Spetter  
Tholen 
Outdoor Pool 
Laco  
Oudenbosch  
Outdoor and Indoor Pool  
Buitendiep 
Willemstad  
Outdoor Pool  
De Schelp  
Bergen op Zoom 
Outdoor and Indoor Pool  
Bosbad Hoeven 
Hoeven  
Oudoor and Indoor Pool 
Aquadintel  
Dinteloord 
Outdoor Pool  
 
